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ABSTRACT 
Assessing the Organizational Development 
Needs of a Regional Vocational School 
through the Measurement of 
School Climate and Innovation 
February 1988 
John D„ Mucci, B.A., Boston College 
M.Ed., Boston State College 
C.A.G.S., Bridgewater State College 
Ed.D., University of Massachusetts 
Directed by: Professor Kenneth Ertel 
The purpose of this study was to assess a regional voca¬ 
tional school's organizational climate and its staff members' 
"willingness to innovate" in order to determine specific 
organizational development strategies that would enhance 
the innovative behavior of the school's professional staff. 
Federal and state education reports continue to emphasize 
the urgent need for public schools to make rapid changes 
and to become increasingly more innovative. Furthermore, 
the literature stresses the impact that organizational 
climate and innovative behavior has on the change potential 
of a school. 
The Work Environment Scale and the Scales for the 
Measurement of Innovativeness were administered to support 
vi 
staff, teachers, and administrators in order to determine 
perception of the social work climate and to measure 
their degree of willingness to become involved in innova¬ 
tive activities. 
The study determined that there were significant diff¬ 
erences between professional role groups on the climate sub¬ 
scales, and that administrators perceived the work climate 
more positively than any of the four professional role groups. 
The study found that there were significant differences 
between males and females on 50?o of the climate subscales, 
and that the female group consistently perceived the work 
climate more negatively than the males. 
The findings also suggest that there was no relationship 
between climate perception and "willingness to innovate", and 
that the sample's "willingness to innovate" was not related 
to the sex or professional role of the subjects. 
In general, this school was found to be below average 
on social work climate and above average in terms of the 
staff's "willingness to innovate." 
Specific organizational development strategies such as 
survey feedback, action research, and education and training 
activities were also discussed. Of particular importance 
was the discussion of leadership and management theories 
that enhance employee empowerment and creativity. 
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CHAPTER I 
INTRODUCTION 
Background and Problem Statement 
The school improvement and educational reform cycle was 
set into motion with the publication of A Nation at Risk. 
This document has the distinction of having coined the phrase 
"a rising tide of mediocrity", in order to describe the 
present status and direction of public education (National 
Commission on Excellence, 1983) . Throughout the report, 
there are repeated references to our country's decline in 
international repute and our mounting inability to compete 
successfully with other nations. Furthermore, a connection 
between schooling and a healthy economy is evident in the 
report. For this reason, the corporate, political, and 
educational activists have collectively organized task 
forces to assist in the design and implementation of educa¬ 
tional reform packages (Deasy, 1984). 
Due to the poor report card received in the national 
commission reports (Boyer, 1983; National Commission on 
Excellence, 1983), American education has been thrust into 
a period of major reassessment. The public schools are 
asking themselves and being asked by their clients to 
redefine their purpose and initiate innovative programs and 
strategies consistent with the research on "school effect¬ 
iveness". Furthermore, educational administrators have 
become disenchanted with many of the traditional organiza¬ 
tional improvement strategies used in the education pro¬ 
fession, and they have begun to focus on the models of 
organizational excellence exemplified in the business community 
(Miller & Wilson, 1984; Peters & Waterman, 1982). Of 
particular importance to these educational managers is how 
these industry based models can be adapted and utilized in 
the public schools. For this reason, there is a wealth of 
untapped need and interest within the public schools for 
organizational development strategies that can enhance and 
improve the organizational renewal process of public educa¬ 
tion (Miles & Wilson, 1984)„ Lippit (cited in French & 
Bell, 1984) describes the organizational development process 
as, ’’the process of initiating, creating, and confronting 
needed changes so as to make it possible for organizations 
to become or remain viable, to adapt to new conditions, to 
solve problems, and to learn from experiences" (p. 18). 
The journals are inundated with articles that address 
the issues that lead to school improvement and renewal, and 
a growing body of literature suggests that public school 
improvement can be best accomplished by attending to organi¬ 
zational issues (Edmonds, 1979; Rutter, Maugham, Mortimer, 
Duston, & Smith, 1979). Unfortunately, this literature only 
identifies what an effective school might look like and 
provides little guidance on how to get there. However, 
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the school effectiveness" research does include five diff¬ 
erent but consistently related components; effective 
teaching, effective principal/leadership behavior, effective 
schools, state and federal program implementation, and most 
importantly, the urgent need for educational change (Odden & 
Odden, 1984). 
While not all reformers agree on the nature of change, 
most agree that change in some form is essential (Winn, 1985). 
However, Sizer (1984) notes that the task of initiating change 
will be a difficult assignment, especially in high schools, 
since most high schools are still confined with a rigid and 
obsolete structure devised a century ago. The problem is 
further detailed by Herriot and Firestone (1983), who explain 
that high schools display organizational structures of the 
"loose coupling" type. Loosely coupled systems are organiza¬ 
tions where goals are ambiguous, heirarchies of authority are 
not effective, and the integration of the mechanisms and 
technology are unclear. 
Miles (1965) comments on the special properties of educa¬ 
tional organizations which predispose them to particular 
types of "ill health" that promote resistance to change. He 
identifies goal ambiguity, input variability, role performance 
invisibility, low interdependence, vulnerability of the 
system, lay-professional control problems, and low technical 
investment as variables that reinforce the institutionaliza- 
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tion of sameness. These variables will be discussed in 
further detail in Chapter II. 
A commonly held view is that many professionals who 
comprise the school culture do not seek change or react 
enthusiastically to change activities (Sarason, 1971). Also, 
many of the bureaucratic variables that effect an educational 
institution foster sameness and the status quo. Teacher 
unions have unconsciously contributed to this situation. 
They were initially developed to protect the teacher against 
financial exploitation. However, in the process of pro¬ 
tecting against financial exploitation, the union gave little 
attention to achieving what Goodlad (1975) calls "people 
power", which is the ability of organizational members to 
achieve a feeling of dignity within the work role. This 
lack of dignity within the work role contributes to the 
profession's resistance to change. Guba (cited in Goodlad, 
1975) further clarifies the difficulty in initiating change 
in schools: 
Generally speaking the bureaucratic structure of 
existing agencies will not allow for the factors of 
high risk taking, sanctioned freedom to fail, and 
delayed gratification which will be required to 
attack meaningfully the conceptual, personnel, and 
organizational impediments to effective planned 
change in education. (p„ 82) 
Despite the extensive research on "school effectiveness", 
the school improvement literature appears to ignore the 
specific dynamics of change (Fullan, 1983). In order to 
initiate change, the system must attain compliance from all 
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of its organizational members. There is no simple answer to 
effecting change. MacKenzie (1985) states, "that simply 
deciding that you want change in your school does not mean 
that it will happen" (p. 13). Also, simply knowing the 
content of the innovation that will be implemented is not 
sufficient. This specific is reinforced by Lieberman and 
Griffin (1976) : 
The assumption that one can predict globally the 
success ratio of an attempt to change by a careful 
look at the intervention itself is only part of the 
process. It is unlikely that such an isolated exam¬ 
ination. . .will result in a successful strategy for 
change. The fusion of the innovation and the setting 
induces further complexities which must be examined. 
(p. 418) 
In addition, Miles (1965) comments on the lack of 
references in the literature regarding the importance of the 
organizational setting in which the innovation takes place. 
Miles stresses that focus should be given to the organiza¬ 
tional dynamics. He states, "...that the state of health 
of an educational organization [the school system's ability 
not only to function effectively, but to develop and grow 
into a more fully functioning system] can tell us more than 
anything else about the probable success of any particular 
change effort" (p. 13). 
More precisely, there is a need for educators to focus 
on developing school climates that are capable of fostering 
change, risk taking, and innovative activities. In fact. 
Pond, Armenakis, and Green (1984) stress that, Before 
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implementing a well conceived organizational change program, 
an interventionist must first assess the current functioning 
of an organization to identify areas in need of improve¬ 
ment..." (p. 167). From a diagnostic perspective, expecta¬ 
tions and climate variables of work groups could indicate 
the organization's readiness to change. Beer (1980) further 
concludes that failure to analyze an organization's readi¬ 
ness "can lead to abortive organizational development 
eff°rts" (p. 80). This is further supported by Pfeiffer 
and Jones (cited in Pond et al., 1984) who argue that un¬ 
realistic expectations might be a significant cause of 
unsuccessful change programs. 
It is apparent, then, that for schools to assume the 
massive change efforts in the coming years, they will require 
an organizational climate that fosters change behavior. 
Rensis Likert (1967) is responsible for initiating much of 
the original research that promotes the development of such 
a climate. He emphasizes the importance of a "System 4" 
management approach that provides for an open climate. 
Through this arrangement, he provides for worker participa¬ 
tion in the areas of motivation, communication, decision 
making, and goal setting. These issues also contribute to 
the development of open climates in schools. Schools must 
• « 
learn to provide open climates that foster respect, trust, 
helping relationships, and a feeling that fosters both 
caring and learning (Keefe, Kelly, and Miller, 1985). In 
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the best of these schools, people exhibit a strong sense of 
pride, ownership, and personal productivity that comes from 
helping to make the school a better place. 
As it has been stated, our schools are in a time of 
crisis and crisis demands solutions. Change must be the 
order of the day. But according to Frymier (1983), 
For change to be effective over the long haul...it 
must be based on a cognizance of and a congruence 
with the diverse aspects of reality. Only those 
individuals and those institutions that are the 
most fit can survive and develop over time, (p. 261) 
In order for an organization to be fit, it must be 
strong and endurable, but it must also be adaptable and 
flexible in order to cope and adjust with reality. Our 
schools need to change, but the larger issue is whether 
they are capable of coping and adapting to change. The 
climate of a school, which is affected by the culture and 
organizational health of the system, will be a major deter¬ 
minant of the success rate of change attempts in our schools. 
Also, the "willingness to innovate" of each organizational 
member will contribute to the success or failure of the 
current change efforts of schools. 
Purpose of the Study 
The purpose of this study was to identify the organiza¬ 
tional development needs of the Blue Hills Regional Technical 
School in order to enhance the school environment for the 
implementation of change and innovation. In order to 
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accomplish this objective, an organizational climate study 
was conducted which identified those organizational and 
individual factors than enhanced or inhibited innovative 
behavior. 
Research Questions and Hypotheses 
In order to assess the organizational development needs 
of the Blue Hills Regional Technical School, this study was 
guided by the following questions: 
1. What is the climate perception at Blue Hills as 
measured by standardized scores on each of the 
ten subscales of the Work Environment Scale (WES)? 
2. How predisposed to change is the Blue Hills' 
sample as a whole, as measured by the Scales for 
the Measurement of Innovativeness (SMI)? 
Also, six null hypotheses guided this study. 
1. There is no significant difference between the four 
professional role groups on the ten WES subscales. 
2„ There is no linear relationship between the SMI 
scores and scores on the ten WES subscales. 
3. There is no significant difference between male 
and female faculty groups and/scores on the ten 
WES subscales. 
* 4 
4„ There is no significant difference between the male 
and female faculty groups and scores on the SMI. 
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5. There is no significant difference between the 
length of teacher service groups and scores on 
the ten WES subscales. 
6. There is no significant difference between the 
four professional role groups and scores on the 
SMI. 
Definition of Terms 
This section is included in order to provide the reader 
with the definition of terms specific to this study. 
Academic Teacher - a professional staff person certified by 
the Bureau of Teacher Placement and Certification of 
the Department of Education. This person has com¬ 
pleted a formal teacher training program and has 
attained a minimum of a Bachelor's Degree in his/her 
field of expertise. 
Administrator - this term includes the Superintendent/ 
Director and six middle level administrators. 
Change (verb) - to make difference in some particular manner; 
to undergo transformation, transition, or substitution. 
(noun) - any alteration, modification, or variation 
\ 
affecting anything either essentially or superficially, 
that is, without loss of identity. 
Innovation - any though, behavior or thing that is new be¬ 
cause it is qualitiativelv different from existing forms 
(Barnett, 1953) . 
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Organization - a bounded collection of interdependent parts, 
devoted to the accomplishment of some goal or goals, 
with parts maintained in a steady state in relation 
to each other and the environment by means of (1) 
standard modes of operation, and (2) feedback from 
the environment about the consequences of system 
actions. (Miles, 1965, p. 276) 
Organizational Climate - is a relatively enduring pattern 
of shared perceptions bout the characteristics of an 
organization and its members (Keefe et al., 1975). 
Organizational Culture - is a pattern of beliefs and ex¬ 
pectations shared by members of an organization which, 
in turn, produce rules for behavior and norms that power¬ 
fully shape the behavior of individuals and groups in 
the organization (Liopit, Langseth, & Mossop, 1983). 
Organizational Development - is a group of activities in¬ 
itiated in order to enhance the organization's produc¬ 
tivity and satisfaction of its personnel (Lippit et al., 
1985). 
Organizational Health - is an organization's ability to 
function effectively, to cope adequately, to change 
appropriately, and grow within (Clark & Fairman, 
1983) . 
Planned Change - change that results from a purposeful de¬ 
cision to effect improvements in a personality system 
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or social system and which is achieved with the help of 
professional guidance (Katz & Kahn, 1978). 
Support Staff - all guidance counselors, psychological 
services personnel, special needs teachers, and pro¬ 
fessional auxiliary staff. 
Vocational Teacher - a professional teacher who is approved 
by the Division of Occupational Education as a Trade 
and Industry, Health Occupations, Consumer and Home¬ 
making, or Technology Teacher. 
Willingness to Innovate Categories - the five categories 
identified by the Scales for the Measurement of Innova¬ 
tiveness. Each category is identified according to its 
"willingness to innovate" score. 
Significance of the Study 
In providing data on the sample polulation's perception 
of organizational climate and degree of "willingness to 
innovate", this study provided information useful in identi¬ 
fying the presence or absence of a climate conducive to 
change and innovation, the degree of receptivity to change, 
and the potential for innovation on the part of the staff 
at Blue Hills Regional Technical School. Declining enroll¬ 
ment, the educational reform movement, swiftly changing 
technologies, increases in minority students, and the movement 
to offer vocational education only at the post secondary level 
all contribute to the need of vocational schools to innovate. 
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This study was perceived by the Superintendent of Blue Hills 
as having the potential to provide significant information 
on the existing climate at the school. For this reason, the 
researcher had permission and full support from the Superin¬ 
tendent for this study (see Appendix A for letter of per¬ 
mission to conduct this study). 
Most importantly, the data obtained from this study was 
instrumental in directing the design of the specific organi¬ 
zational development recommendations for the Blue Hills 
Regional Technical School. The knowledge of a faculty's 
"willingness to change" and perception of organizational 
climate, both individually and collectively, can provide 
administrators with the insight necessary for the creation 
of an organizational environment conductive to risk taking 
and change behavior. Also, the individuals and groups that 
are identified as highly predisposed to change could serve 
as catalysts and change agents within the organization. 
This study was also needed to determine if there were 
significant differences in climate perceptions and "willing¬ 
ness to innovate" between academic teachers and vocational 
teachers in the sampled vocational school. Vocational educa¬ 
tion administrators have generally been cognizant of the 
different educational philosophies of these two diverse groups. 
Hence, this data will be useful in the further development 
of teacher/administrator preparation programs. Administra¬ 
tors, especially, can utilize this information in designing 
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an organizational system that attempts to satisfy the needs 
of its faculty and students. 
Historical Perspective of 
Blue Hills Regional Technical School 
The Blue Hills Regional Technical School opened in 1966 
under the visionary direction of its Superintendent, William 
Dwyer. Blue Hills Regional Technical School was one of the 
first regional vocational schools to be approved under Chapter 
71 of the Massachusetts General Laws. 
William Dwyer's leadership in the political and economic 
realm became the catalyst that enabled local communities to 
regionalize in order to provide cost effective vocational 
programming. Also, Blue Hills Regional Technical School was 
the forerunner in securing state and federal monies that were 
needed for start-up construction and equipment costs. In fact, 
Dwyer was instrumental in drafting the legislation that pro¬ 
vided the incentive for local communities to regionalize. 
The motivation came by way of a 157. increase in state school 
aid for communities who became involved in vocational region¬ 
alization . 
Due to Dwyer's direction and political astuteness, Blue 
Hills Regional Technical School became the first vocational 
school district to grant an array of Associate Degree programs. 
Also, in 1976 the school doubled its square footage and ex¬ 
panded its vocational offerings. The expansion became a 
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reality due to the "grass roots" effort of the entire Blue 
Hills staff. 
Also, Blue Hills initiated the concept of Career Develop¬ 
ment Programs in the early 1970s. These were satellite voca¬ 
tional programs which were located at the local schools, but 
were operated by the Blue Hills Regional Technical School. 
These programs were especially popular since many students 
who desired vocational training were not able to attend the 
vocational school due to a lack of openings. 
However, recently the number of secondary level students 
in general has declined and this trend has impacted on the 
decline of student enrollment at Blue Hills Regional Technical 
School and other regional vocational schools. Also, there 
has been a significant increase in the number of minority, 
disadvantaged, and handicapped students entering vocational 
education (Bottom, 1985) . These dramatic changes have 
forcibly impacted on the traditional philosophy, structure, 
and purpose of vocational education at Blue Hills Regional 
Technical School and throughout the state. 
Limitations of the Study 
The following limitations should be kept in mind when 
interpreting the results of this study. 
1. This study has been designed as ex post facto research 
for the following reasons: a) the lack of availability of 
appropriate control samples, b) limited time, and c) prac- 
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ticality. This type of research lacks rigid controls and 
creates the risk of improper interpretation. 
2. The nature of this study does not lend itself to an 
experimental inquiry approach. Therefore, the findings cannot 
identify cause and effect relationships between variables. 
According to Borg and Gall (1983) , casual comparative research, 
as used in this study, is effective in revealing relationships 
between variables, but it is of little assistance in class¬ 
ifying the casual patterns underlying these relationships. 
3. The research for this study was conducted within a 
single vocational school; therefore, there was no attempt to 
generalize the findings of this study beyond the Blue Hills 
Regional Technical School sample. Since organizational 
climate is effected by a variety of variables that are social, 
environmental and structural in nature, the presence and extent 
of these variables differ among regional vocational schools. 
Furthermore, the findings of this study were used to generate 
organizational development recommendations specifically for 
the Blue Hills Regional Vocational Technical School District. 
4. This study did not attempt to measure school climate 
according to the perceptions of the students, parents, and 
community members of the Blue Hills School District. The 
intent of this study was limited to the measurement of the 
« 
organizational and social work climate of the professional 
staff which can only be perceived by those persons working 
within the organization. 
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5. This study did not attempt to determine if there 
is any relationship between "willingness to innovate", climate 
perception, and actual adopter behavior in the school setting. 
6. This study used two self-reporting instruments. The 
researcher did not have control over the accuracy of each of 
the subjects responses, nor could the demographic data be 
verified due to the issues of confidentiality. 
7. The WES is a true/false instrument which demands a 
forced choice response. Also, the fact that the WES measures 
organizational and social work climate according to ten 
specific subscales should not be inferred to mean that these 
subscales are the only existing measurable dimensions of 
organizational climate. 
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CHAPTER II 
REVIEW OF LITERATURE 
Vocational Education Reform 
Regional vocational schools have historically been 
required to adapt and change as determined by the needs of 
their client systems. However, the pressure to change and 
adapt has increased significantly in the past few years. 
Presently, they are faced with a variety of demands that will 
require change efforts if they are to experience continued 
growth and usefullness (Bottoms, 1985). Bottoms further 
reinforces this sentiment: 
To recover a sense of balance in the excellence move¬ 
ment, it is essential that vocational educators move 
quickly to make the revisions and reforms necessary 
to the pursuit of excellence throughout secondary and 
post-secondary vocational curriculums. The enormous 
changes taking place in our society today, and 
especially in the work place, require urgent attention 
to providing the knowledge and skills that individuals 
will need not only to enter employment, but to create 
the future in a constantly changing world, (p.10) 
Those individuals associated with vocational education 
are aware that it is fundamentally changing in terms of its 
purpose, its client system, its method of service delivery, 
and its funding. Vocational education is being shaped by 
society's efforts to respond to changing economic, demographic, 
and technological factors. The following issues, as discussed 
by Bottoms (1985) and Swanson (1984), help define the two 
major forces that are shaping the future of vocational educa¬ 
tion. 
Demographics 
The number of potential workers entering the labor force 
over the next ten years will decline by 25%. Entry level 
wages will, therefore, increase, and employers will be hiring 
young people who qualifications are so poor that they would 
not have considered hiring them ten years ago. Attracted by 
high wages, these young people will opt to immediately enter 
the work force after graduation from high school. This trend 
will require that the vocational schools expand their academic 
offerings and remedial education programs in order to better 
prepare their graduates for the work force. 
Another fact is that women and minorities will play major 
roles in the design of the American labor force. The follow¬ 
ing statistics support this point. In 1970, 557. of the new 
members of the work force were women and, by 1990, the figure 
will probably exceed 65%. Also, in 1970, 127, of the new 
members of the work force were minorities and, by 1995, that 
percentage will probably exceed 187.. 
Bottoms (1984) further emphasized the need to address 
these demographic changes: 
Vocational educators who discount these demographic 
changes and do not adapt their programs to them will 
be in for a difficult time. Vocational programs that 
stress quality, that broaden the definition of voca¬ 
tional education to include applied basics and academic 
skills, and that aggressively seek to enroll women and 
minorities in traditional education programs will sur¬ 
vive and be sought out by employers, (p. 11) 
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The Information Economy 
Presently, more than 507, of the American workers are 
employed in ’’white collar” positions and this number is 
steadily on the increase. Only 187, of today's work force 
is employed in an industrial job as compared to 307o in 
1950. Service related employment has risen from 187. in 
1960 to nearly 307, in 1984. 
These changes in the American marketplace will require 
workers who can comprehend and analyze increasing amounts 
and varied types of information. The emphasis in vocational 
education will need to be on strengthening the academic, 
conceptual, and analytical skills of its students. This will 
be achieved by lessening the gap between vocational educa¬ 
tion and the liberal arts (Kanter, 1983). Students will be 
expected to have a broad base of preparation in the disci¬ 
plines that underlie their work. 
The required skills of the new American worker are 
further described by Rosabeth Moss Kanter (1983). She stresses 
that for the nation to experience a "corporate renaissance", 
our schools must combat against narrow vocationalism. Our 
schools must guard against "turning out" single skilled 
people unable to function on the kinds of crossdisciplinary 
teams that produce innovation. 
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Systems Theory 
Any diaglogue that involves the discussion of the "effect 
of climate on the organization’s ability to adapt to change" 
must first emphasize the importance of a systems theory 
approach in understanding organizational behavior. A systems 
approach can provide key tools for the diagnosis of an organ¬ 
ization's ability and willingness to change (Chin, 1969). 
System theory was originally utilized by the physical 
scientists in order to better understand and explain the 
physical world that they studied. According to Katz and 
, Kahn (1978), 
System theory is basically concerned with problems of 
relationships, of structure, and of interdependence 
rather than with the constant attributes of objects... 
Older formulations of system constructs dealt with 
closed systems of the physical sciences, in which 
relatively self contained structures could be treated 
successfully as if they were independent of external 
forces, (p. 22) 
Prior to the advent of open system thinking, many early 
social science theorists saw this system model applicable to 
the social sciences and they began to utilize this procedure 
in describing social systems. This strict approach, that 
was effective in describing the laws of Newtonian physics, 
unfortunately forced the social theorists to view organiza¬ 
tions as closed systems which only concentrate on the 
reactive side of a system. Reactive organizations are mainly 
concerned with reducing internal tension by maintaining the 
status quo (Clark, 1969). This tendency led to "a disregard of 
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organizational environments and the nature of organizational 
dependency on the environment" (Katz and Kahn, 1978, p. 34). 
Closed systems fail to utilize the feedback that is 
available in the environment. They refuse to utilize the 
information of their client systems to influence possible 
changes. As noted by Chin (1969), these systems have a leak 
tight boundary and very few variables in the environment are 
able to impact on the direction of the organization. Katz 
and Kahn (1978) further explain that closed system thinking 
about organizations became increasingly apparent during the 
rapid societal changes of the 1940s, 1950s, and 1960s. 
During this period, organizations developed protective devices 
to ensure stability and they strove to achieve an optimal 
resolution of their tendencies toward equilibrium. 
Another serious problem of closed system thinking is its 
effect on the motivation and morale of the organization's 
internal members. Coordination and control may become ends 
in themselves rather than the well intentioned means of pro¬ 
viding stability and continuance of life. This has a con¬ 
siderable impact on the climate and the organization's 
flexibility to change. 
Eventually, the open systems approach to organizational 
functioning was developed in order to deal with the inad 
equacies of the closed system model. This innovative approach 
to system theory stresses the proactive personality of a 
system and emphasizes behavior which is forward pushing, 
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growing, striving, learning, and becoming (Clark, 1969). 
Gordon Allport (1960) explains that as a system matures, 
it enters into a more complex set of reciprocal relations 
with its environment much like the behavior characteristic 
of adult development. 
This model, unlike the closed system, recognizes the 
importance of "inputs" from the environment. An open system 
utilizes environmental "inputs" as part of its planned change 
strategies. According to Cooke and Rousseau (1981), all 
systems must continuously gather information and feedback 
both inside and outside of the organization in order to guard 
against the property of entropy. Entropy is the tendency of 
an organization to move toward a state of maximum disorder. 
Each organization must undergo change or die. Even 
though change may create temporary upheaval, lack of change 
creates the disintegration of the system. When no change 
occurs, no new energy enters the system and, instead of being 
dynamic, the system becomes static. Since there is no new 
information and thus no new behavior, old information and 
old behavior become processed and reprocessed to the point 
where they lose all meaning or cease to function (Hyman, 1981). 
To survive, then, open systems must reverse the entropic 
process and acquire negative entropy. Katz and Kahn (1978) 
4 
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further detailed this process. 
The entropic process is a universal law of nature in 
which all forms of organization move toward disorgamza 
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tion or death... In the long run. all open systems are 
subject to laws of entropy; they lose inputs or the 
ability to transform them, and die. While they live, 
however, the entropic process is arrested or reversed. 
The cycle of input, transformation and output [an 
exportation of a product into the environment] is 
essential to system life, and its cycle of negative 
entropy... By importing more energy from its environ¬ 
ment than it expends, the open system can store 
energy and acquire negative entropy. (p. 25) 
Another characteristic of the open system is its use of 
negative feedback in order to continue and exist. This 
negative feedback provides relevant information and enables 
the system to correct any deviation from its proper course. 
If there is no corrective device to get the system back on 
its course, it will expend too much energy and no longer 
continue as a system. Systems are also selective of the 
type of "inputs" and negative feedback they absorb. They 
primarily react to information and input variables that they 
are motivated to "attend to". All other input variables are 
either overlooked or rejected by the system because they are 
seen as foreign or unpleasant. 
The open system theory provides us with a model in which 
we can better understand the present state of public educa¬ 
tion. Our schools have historically behaved in a manner 
representative of the closed system type. Until recently, 
they have been reluctant to respond to the negative feedback 
which has been mounting. They have heard the cry for innova 
tion but they have not responded. They have been malfunc¬ 
tioning social systems that were more concerned with mam- 
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taining their daily routines than creating a setting where 
human beings can live and enthusiastically learn (Goodlad, 
1975) . No matter what specific approach was used to change 
the system, it was ultimately unsuccessful since it had to 
reckon with the functioning reality of a social system that 
was falling victim to the entropic process. 
It appears that the situation is changing. Presently, 
public education is attempting to adapt better to its 
environment by integrating the demands of external forces. 
In particular, the Massachusetts' Educational Reform Act 
of 1985, is one of the many state sponsored programs that 
promote change and innovation in public education. The mood 
of the 1980s certainly indicates that change will prevail 
regardless of the degree of resistance from within the 
organization. Kurt Lewin (1964), in discussing change, 
indicates that individual systems are held in equilibrium by 
a balance of driving forces on one hand and restraining forces 
on the other. To induce change, he explains that the strength 
of the driving forces must be increased or the strength of 
the restraining forces must be decreased. It appears that the 
strength of the driving forces has been increased adequately 
to create a climate of change for the eighties. Therefore, 
the schools will need to adapt the healthy functioning prop- 
* « 
erties that are characteristic of open system. 
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The Essence of Climate 
Due to the school reform movement, there has been a 
considerable focus on the organizational climate of schools. 
The climate of a school has a direct impact on the future 
success of any attempt at innovation. When innovation occurs 
in any existing school, it involves organizational change 
(Kozuch, 1979). But organizational change can only occur 
to the extent that there is an adjustment in the behavior of 
individuals as organizational members (Gross, Giacquinta, 
& Bernstein, 1971). Adjustments in behavior have been 
traditionally difficult for schools to enact because the 
system has been geared to self-preservation and not to re¬ 
newal (Goodlad, 1975). 
Similarly, Gross et al. (1971) demonstrated that attitu- 
dinal factors, such as resistance to change among school 
personnel, are themselves a product of organizational situa¬ 
tions and characteristics. These organizational character¬ 
istics are what Campbell, Dunnette, Lawler, and Weik (1970) 
refer to an organizational climate. The widely accepted 
definition of Campbell et al. suggests that climate is a 
set of characteristics specific to an organization that can 
be ascertained from the way in which the organization relates 
to its members and to its environment. Therefore, the study 
of organizational climate in schools is complex because it is 
concerned with the perceptions and relationships of human 
beings. Argynis (1958) alludes to this complexity when he 
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states that the study of human behavior involves, "ordering 
and conceptualizing a buzzing confusion of simultaneously 
existing, multilevel, mutually interacting variables" 
(p. 501). 
According to Norton (1984), several considerations under¬ 
line the importance of organizational climate in the school. 
He emphasizes that climate sets the tone and determines the 
school’s approach in meeting its stated goals and in its 
problem solving activities. He stresses that effective comm¬ 
unication necessitates a climate of trust, mutual respect, 
and clarity of function. Climate serves as an important 
determinant of the personal growth and development of organi¬ 
zational members. And most importantly, climate conditions 
the setting for creativity which includes the generation of 
new ideas for program development. In other words, climate 
has a direct effect on determining what the school is and 
what it might become. 
It then follows that not all schools have the same climate. 
Often an observer, upon immediately entering a school, can per¬ 
ceive the type of climate, atmosphere, or personality of the 
organization. It is true that schools, like people, have 
personalities and thus, they differ from each other as people 
are not all alike. Halpin & Croft (1963) use the following 
analogy to emphasize this point. "Personality is to the 
individual what climate is to the organization" (p. 1). 
Norton (1984) also points to this fact by describing climate 
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as a as a collective personality of a school or enterprise, 
[it is] the atmosphere as characterized by the social and 
professional interactions of the individuals" (p. 43). 
Sargeant (1967) also agrees with this notion when he states, 
Climate may be pictured as a personality sketch of a school. 
As personality describes an individual so climate defines 
the essence of an institution" (p. 3). 
We know that the study of personality can help define 
patterns of behavior that characterize an individual's 
adaptation to the environment. In studying personality, we 
want to know how any given person is unique (Rubin & McNeil, 
1985). But, we are also interested in the ways in which 
people are alike and in understanding how both differences 
and similarities came about. Similarly, there are specific 
determinants that give way to unique patterns of organiza¬ 
tional behavior. These determinants or variables work 
together in order to create the organization's climate. How¬ 
ever, according to Tornatzky, Brookover, Hathaway, Miller, 
and Passalacqua (cited in Anderson, 1982) most researchers 
agree that climate outcomes stem from the combined character¬ 
istics of interaction variables. 
The problem of determining what actually constitutes 
school climate is basically a conceptual one. For this reason 
* « 
school climate variables have been described through the use 
of typologies, classification systems, and categories (Keefe 
et al., 1985). The following taxonomic categories are 
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identified in the literature as having a major impact on the 
climate of all organizations. They include; the social 
system, the organizational culture, and the organizational 
health of a system. 
The social system category is concerned with issues re¬ 
lated to administrator-teacher rapport, the decision making 
process or the organization, patterns of communication, and 
leadership behavior (Fullan, 1985; Lipham, 1983; Sarason, 
1971) . The effect of leadership behavior is especially 
important, as the "astute principal can help establish the 
quality of organizational climate within which positive 
change can flourish" (Drake & Schuttenberg, 1976, p. 90). 
The emergence of the importance of culture has resulted 
due to two main factors; American management' s focus on the 
productivity of Japanese organizations and the recent emphasis 
on the characteristics of excellent companies (Conway, 1981). 
The literature has made it clear that the beliefs and values 
of excellent companies and schools are fundamental to their 
productivity. Hence, the essence of culture can be found in 
the definition offered by Stonich (1982) when he states that 
culture is a "pattern of beliefs and expectations shared by 
members of an organization. These beliefs and expectations 
produce rules for behavior-norms that powerfully shape the 
behavior of individuals and groups in the organization (p. 35). 
The third category is organizational health which examines 
the dynamics of the organization. It is primarily concerned 
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with, not only how the organization survives in its environ¬ 
ment, but also on its ability to cope adequately over time 
by using its survival and coping skills (Miles, 1965). 
The Phenomenological Debate 
The school climate research is plagued by the phenomen¬ 
ological debate as to the validity of participant perception 
as a measure of school climate. The major issue of the 
debate is concerned with the validity of participants' sub¬ 
jective perceptions as an objective measure of school climate 
(Anderson, 1982). First, Bloom (1976) tells us that data 
gathered from individual perceptions has certain flaws. 
Perception depends on previous experience, personal needs, 
and values which, in turn, effect the individual's percep¬ 
tions of a specific working environment. A second problem 
cited is that the reliance on perceptual data may mean that 
climate measures now include variances that result from 
individual differences as well as organizational differences. 
"That is, if personal attributes influence environmental 
perceptions, then perhaps perceptual data about climate make 
climate indistinguishable from personal data or individual 
characteristics" (Anderson, 1982, p. 387). 
Naylor, Pritchard, and Ilgen (1980) further comment on 
this problem. One of the major purposes of studying climate 
is to determine its usefulness as a method of learning how 
individuals structure and organize their perceptions of the 
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work environment. They view climate as a process that is 
inherently psychological in nature. They believe that at 
the fundamental level the climate process begins with the 
individual. The individual develops generalized attributes 
about his environment and these perceived attributions become 
psychological constructs. Naylor et al., (1980) conclude 
that since climate perception is of an individual psychological 
nature, the climate constructs do not provide useful and 
reliable devices for understanding and predicting the be¬ 
havior of individuals in organizational settings. They 
explain that because of perceptual differences, no two people 
share the same environment and that we should not use the 
"mean of the distribution" of individual climate perceptions 
to define group climate. However, they conclude that climate 
may be valuable as a device for enabling us to better under¬ 
stand the way in which individuals organize cues present in 
the environment into psychologically meaningful constructs 
that aid the individual in describing the environment in 
human like terms. 
The problem with perceptual data has led some researchers 
to further advocate for school climate measures that would 
evaluate objective data (Keefe et al., 1985; Naylor et al., 
1980). Such objective data would include the tax base, 
• « 
transportation patterns, space utilization, the number of 
hours of study, class size, and so forth. Lawrence and Lorsch 
(1967) have attempted to characterize organizational diff- 
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erences in terms of objective variables such as size and 
level of authority. 
However, Sarason (1971) points out that such objective 
measures are inadequate for climate measures. Whether data 
comes from participants or outside observers, it is likely 
to be inadequate to some extent. He further explains, "By 
virtue of the fact that the observer himself is part of the 
structure...be it in the school culture or in one outside of 
it...his perception and thinking are in various ways incom¬ 
plete, selective, and distorted" (p. 15). 
Schneider (1975) further emphasizes the need of climate 
research to focus on the nature and function of climate per¬ 
ceptions and how they are used by people within the organiza¬ 
tion. Functionalist psychology is able to provide insight 
into the issue. It assumes that people "apprehend and attempt 
to create order in their environment so they can effectively 
adapt their behavior to the work environment" (Schneider, 
1975, p. 477). Functionalists would report that people need 
information and feedback regarding the appropriateness of 
their behavior vis-a-vis the environment. People are 
motivated to seek this information so that they can adapt 
to or be in homeostatic balance with their environment. 
According to Ryan (1970), these acts of seeking feedback 
and apprehending order in the environment to be used as a 
framework for adaptive behavior are called "intentional 
perceptions". ' 
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A number of studies have shown this phenomenon of people 
adapting their behavior to a particular kind of climate based 
on climate perceptions. In an early climate study, Fleishman 
(1953), reported on a group of foremen who were given special¬ 
ized training in the area of supervision and human relations. 
However, once these foremen returned to the workplace, they 
adapted their behavior to the prevailing climate of the 
factory and did not utilize the skills previously learned in 
their human relations workshop. Also, Frederiksen, Jensen, 
and Beaton (1972) created a variety of different work climates 
and found that people varied in "level" of performance and 
"pattern" of performance in the problem solving process, 
depending on the type of climate under which they worked. 
Sarason (1971) also stresses that we need to recognize that 
people do not always behave according to their individual 
personality. We can often predict a person's behavior more 
accurately by identifying the position of a person within 
a social structure. 
Therefore, perceptual data is usually accepted as a 
direct indicator of normative climate. The assumption that 
Halpin and Croft made in their original 1963 research has 
continued to be "the guiding light for most climate research: 
the actual behavior [of an individual] is less important than 
perceived behavior because perception is what controls one s 
responses" (Anderson, 1982, p. 387). 
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The Nature of Change 
Change is inevitable and universal...[it] is an element 
in every human situation, and social scientists and 
educators are today showing an increasing amount of 
interest in theories of change and the use of these 
theories to influence society. (William B. Spaulding, 
cited in Lippit, Watson and Westley, 1958, Foreward) 
and 
Those organizations which recognize the immensity and 
the scope of the [transforming forces of our society] 
and,carry out the required organizational changes will 
probably survive... Those organizations which either 
fail to understand the need for change or are inept in 
their ability to deal with it fall behind, if they 
survive at all...a few farsighted organizations have 
begun to make the necessary changes. These few are sign 
posts to the future. Others have already failed; they 
are memories to the past. (Kanter, 1983, p. 203) 
Both of the above quotes further stress the importance 
of the need for schools to innovate if they are to survive. 
But in order to innovate, they must be able and willing to 
change. The first step in the process is to develop an 
understanding of the nature of change by exploring the theoret¬ 
ical models of the prominent theorists. Due to the extensive¬ 
ness of change theory in the literature of the social and 
behavioral sciences, it is necessary that this section be 
limited to those change efforts that are planned. Planned 
change efforts are conscious, deliberate, and are initiated 
by a specific change agent (Chin & Benne, 1969). 
The simple but powerful phrase that "change is a process 
« « 
and not an event" connotes that something is happening over 
a period of time to transform individuals and situations 
(Fullan, 1985). This notion is most evident in Kurt Lewin's 
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1964 theory of quasi-stationary social equilibrium and the 
problem of permanent change. He viewed institutional behav¬ 
ior as a dynamic balance of forces working in opposite 
directions within the social and psychological space of an 
institution. Lewin (1964) further points out that the notion 
of "no social change" does not refer to stationary but to a 
quasi-stationary equilibrium; "that is a state comparable to 
that of a river which flows with a given velocity in a given 
direction during a certain time interval. A social change is 
comparable to a change in velocity or direction of that 
river" (p0 235). 
It follows, then, that levels of quasi-equilibria can 
be changed by either adding forces in a desired direction or 
by diminishing opposing forces. It is more desirable to 
accomplish change utilizing the second method since it creates 
less tension than the first method, and it reduces the level 
of aggressiveness and emotionality that are variables that 
typically strengthen the resistance to an innovation. However, 
in spite of the application of a force, the change will not 
automatically occur and there is a need to create an "un¬ 
freezing" stage, which is the movement toward a new equilib¬ 
rium. During this stage, there is a need to change the group 
standards in order to facilitate change within the individual. 
The next step is to "freeze" group life at this level. 
This is done in order to guard against the organization 
returning to its old pattern of behavior. This has also been 
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referred to as the institutionalization of the change. It 
is no longer seen as an innovation but as an ongoing program 
(Havelok, 1973). The goal of this stage is permanency and 
the force field must be made relatively secure against 
change. This notion helps explain the importance of the 
participation of group members in the decision making pro¬ 
cess. Those affected by the changes have participated in 
the planning activities and they have internalized the 
changes. Hence, when the pressure of authority is relaxed, 
there is a greater likelihood that organizational members 
will maintain the changes. 
Based on Lewin's analysis of change, Benne and Birnbaum 
(1969) offer several principles to consider when initiating 
institutional change. The first principle emphasizes that 
to change a subsystem, relevant aspects of the environment 
must also be changed. A second consideration is that a 
change in behavior at one level requires complementary and 
reinforcing changes above and below that level. Third, the 
place to begin change is where stress and strain exists. 
Stress may give rise to dissatisfaction of the status quo and 
can become a motivating factor for change in systems. How¬ 
ever, they stress that change should not begin at the place 
of greatest stress within the organization. Fourth, in 
planning change, the formal and informal organization of an 
institution must be considered. The informal groupings often 
exert strong and influential power and "unless their power 
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can be harnassed in support of a change, no enduring change 
is likely to occur" (Benne & Birnbaum, p. 333). 
Finally, and possibly most importantly, the effective¬ 
ness of a planned change is often directly related to the 
degree to which members of all organizational levels take 
part in diagnosing the needed changes. A further analysis 
is offered by Chin and Benne (1969). They organized models 
of planned change into three types or groups of strategies. 
These strategies include the emperical-rational approach, 
the normative re-education approach, and a third group of 
strategies which are based on the application of power. 
Empirical-Rational Approach 
This approach assumes that "men are guided by reason 
and that they will utilize some rational calculus of self 
interest in determining needed changes in their behavior" 
(Chin & Benne, p. 34). Thus, men are rational and men will 
follow this rational self interest. It follows that if a 
change which is desirable and useful is suggested and in 
line with the self interests of the group, the change will 
be adopted. The change is, therefore, rationally justified. 
This model makes use of general education as the major 
method for disseminating the knowledge which is gained 
through research. It also identifies system analysts, trained 
in the behavioral sciences, as the expert workers of an organ¬ 
ization who would be responsible for sensitizing administra¬ 
tors to new organizational possibilities. This approach 
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also focuses on applied research activities and the linkage 
systems that can be developed in order to communicate these 
findings to the professional practitioners. 
The empirical-rational model also places an emphasis on 
utopian thinking. The premise of this model is that the 
future can be significantly shaped by extrapolating what we 
know of the present, and thusly, this activity can provide 
a plan for action. If such a vision is rationally persuasive, 
then people can be led to the trial and adoption of innova¬ 
tions . 
Normative Re-education Approach 
The assumptions of this perspective of change are based 
on people and their motivation. People are inherently active 
and they are driven by their individual needs and interests. 
And, since they are guided in their quest for fullfillment of 
these needs by their values and habits, changes are not just 
rational responses to new information. Rather, processing 
occurs at a more personal level and the human mind becomes 
consciously aware of the ability of self destiny and control. 
The main principle of this model is that people must partici¬ 
pate in their own re-education if they are to be re-educated. 
And re-education is a normative change as well as a cognitive 
and perceptual change" (Chin & Benne, p. 44). 
The normative re-educative approach uses the direct 
interactions of change agents. The change agent emphasizes 
the need for the client system to be involved in the develop- 
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merit of planned change strategies and self-improvement. 
The change agent also works collaboratively with the client 
system in order to solve the client’s problem. A major 
function of the change agent is to improve the problem solving 
capabilities of the system through a series of interventions. 
Once the problem is identified and diagnosed, the client 
system can collaboratively determine solutions for change. 
Power-Coercive Strategy 
In the two previously described approaches, power or 
influence was a factor. However, in the power-coercive 
approach, power is the dominant factor. It makes particular 
use of political, economic and moral power. Coercive 
strategies in particular use moral power in the attempt to 
bring about change by plaing upon the sentiment of guilt 
and shame. Economic and political power can be seen in the 
federal appropriation of funds to school systems. The fed¬ 
eral government exercises influence over the local curriculum 
by providing federal funds for curriculum changes. To enact 
change, the use of coercive power has been used in the non¬ 
violent actions of Mahatma Gandhi and Martin Luther King, Jr. 
Through non-violent civic disobedience, they successfully 
dramatized the cruelty of the social system by identifying 
unfair practices, rules, and laws. They were successful in 
« 
weakening their opposition by appealing to the guilt of those 
who originally supported such cruel and inhumane laws. In 
turn, the opposition became demoralized, and they waivered 
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their control. This provided for the catalyst of social 
change. 
The Research, Development and Diffusion Model 
Havelock (1971) describes the main characteristics of 
the Research Development and Diffusion (R,D&D) Model in 
these terms: 
First, it assumes that there should be a rational 
sequence in the evolution and application of an inno¬ 
vation. This sequence should include research, 
development, and packaging before mass dissemination 
takes place. Second, it assumes there has to be 
planning, usually on a massive scale, over a long 
time span. Third, it assumes that there has to be 
a division and coordination of labor... Fourth, it 
makes the assumption of a more or less passive but 
rational consumer who will accept and adopt the 
innovation if it is offered to him at the right time 
and in the right form. Fifth,...the proponents are 
willing to accept the fact of high initial develop¬ 
ment cost prior to any dissemination activity 
because of the anticipated long-term benefits in 
efficiency and quality of the innovation and its 
suitability for mass audience dimmenination (p. 10). 
It is apparent that the emphasis of this model is on 
the researchers, developers, and disseminators of the inno¬ 
vation. A major problem of this model is that it appears to 
place the user of the innovation in a passive role. Accord¬ 
ing to Goodlad (1975), this model assumes that the adopter 
is apssive and is not capable or willing to initiate innova¬ 
tions on his own. He further notes that this model exhibits 
a declining concern for the complexity of the innovation and 
• « 
the environmental conditions of the organization. 
This model for change was typically used during the ed- 
ucational reform movement of the 1960s. Goodlad (1975) further 
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notes that many of the innovations of the 1960s failed due 
to a lack of understanding on the part of schools of the 
adoption and implementation process. "The implementation 
of proposed organization change [during this period] was 
more apparent than real. It was easy to apply the labels 
of new practices and everyone employed the rhetoric of 
change. The acceptance of new ideas frequently became 
confused with implementation plans." (Goodlad, 1975, p.35). 
Sarason (1972) also contends that R,D&D is a linear approach 
to change. It may be fine for routine tasks but it is in¬ 
adequate for the creation of a human work place. 
Problem Solver Model 
The problem solver model, which has its roots in the 
human relations and group dynamics movement, is used as a 
foundation for ther change models. As described by Havelock 
(1971) and Rutherford, Hord, Huling, and Hall (1983), this 
approach to change is different from the R,D&D model due to 
its consideration of the user's need for the innovation and 
the involvement of the user throughout the entire change 
process. It incorporates a patterned activity of diagnosis 
in order to determine the user's need. Hence, diagnosis of 
a problem is an actual stage of the change process. It uses 
an outside change agent as a facilitator of the change pro 
cess and not as an "expert". In order to solve the identi¬ 
fied problems, every effort is made to utilize the expertise 
of internal members of the organization. Finally, it assumes 
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that the strongest user commitment for an innovation will 
occur if the change was initiated and developed by the user 
group. 
Concerns-Based Adoption Model 
The Concerns-Based Adoption Model (CBAM) is primarily 
a diffusion model, and unlike the problem-solving model, 
it is only concerned with the adoption and implementation 
of an innovation (Hall, Wallace, and Dosset, 1973). The 
CBAM uses an empirically based framework that describes the 
developmental process that individuals experience while they 
are involved in the change process. According to Hall et al. 
(1973) , there are seven assumptions that guide the change 
process : 
-change is a process and it requires time 
-individual change occurs prior to organizational change 
-individuals change at different rates 
-individuals change at both the ' feeling level 
and "skill" level 
-the change facilitator must be aware of the different 
needs that varied individuals have in the change process 
-the change facilitator must be aware that a change in 
one part of the system will have effects in other parts 
of the system. 
CBAM also identifies eight "levels of use" of an innova¬ 
tion which describe "how performance changes as the individual 
becomes more familiar with an innovation and more skillful 
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at using it" (Hall et al., 1983, p. 65). Hall, Loucks, 
Rutherford, and Newlove (1975) further note that: 
These levels range from lack of knowing that the 
innovation exists to an active, sophisticated and 
highly effective use of it and, further, to active 
searching for a superseding innovation. It is 
further hypothesized that growth in quality of use 
of an innovation by most individuals is develop¬ 
mental. (p. 52) 
The following "levels of use" are evident in the CBAM 
model. 
Level 0, Non-use: No present knowledge of the innovation 
Level 1, Orientation: Stage at which the use is com- 
, piling knowledge about the innovation. 
Level 2, Preparation: The user is preparing to use 
the innovation. 
Level 3, Mechanical Use: Superficial use of the inno¬ 
vation by the user. The user is attempting to master 
the tasks of the innovation. 
Level 4, Routine: Increased use of the innovation with 
little consideration for improvement of the innovation. 
Level 5, Refinement: The user makes changes in the 
innovation that will benefit client needs. 
Level 6, Integration: The user and colleagues collect¬ 
ively attempt to achieve a collective impact on the 
clients. 
« 
Level 7, Renewal: The user evaluates the usefullness 
of the innovation and seeks new methods for improving 
the system. 
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Organizational Development Model 
Perhaps the best known strategy for change that uses 
the problem solver approach is Organizational Development 
(OD). According to Rush (cited in Lippit et al., 1985), 
the organizational development process is a "planned, man¬ 
aged, systematic process to change culture, systems, and 
behavior of an organization, in order to improve the organiza¬ 
tion's effectiveness in solving its problems and achieving 
its objectives" (p. 27). Organizational improvement is 
achieved through the utilization of systematic diagnosis and 
a series of planned interventions. 
Parker (1984) further emphasizes that OD is an ongoing 
process of change that aims at improving the goal attainment 
of the whole system. He defines what is meant by an ongoing 
process. 
Ongoing process means that it is not a short-term fix, 
a project or a program. It also never ends... [OD] 
accepts change as natural and inevitable in organiza¬ 
tions. [it] seeks to institutionalize the process of 
change!., [and it] has an ebb and flow, a fluidity that 
characterizes a process rather than a program. (Parker, 
1984, p. 9) 
There is no such thing as a fully developed organization 
where the process is completed. It is a process of becoming 
and striving, which is similar in theory to Maslow's concept 
of self actualization of the individual. 
A basic assumption of OD is that it is the nature of the 
group or the organization that determines the ability of a 
system to implement change and innovate. "It is the dynamics 
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of the group, not the skills of the individual members, that 
is both the major source of problems and the primary determiner 
of the quality of solutions” (Schmuck, Runkel, Arends, & 
Arends, 1977). And so, through the utilization of systematic 
diagnosis and a series of planned interventions, the organiza¬ 
tion seeks to improve group functioning in order to grow and 
change. Beer and Huse (1972) point out that OD relies heavily 
on the open systems model for its basic philosophy. Inherent 
in this model is the view that organizational inputs, the 
needs, expectations, and abilities of the organizational mem¬ 
bers, determine the quality of the organization's output or 
final product. 
However, there are organizational processes within the 
organization that effect these inputs and determine organiza¬ 
tional outcomes. These processes are seen as two distinct 
categories of variables. The first variable is concerned 
with structural issues that include organizational structure, 
job structure, personnel policies, and other controls. These 
have an effect on organizational behavior and outcomes. The 
second variable is concerned with interpersonal and social 
issues of organizational members that ultimately effect the 
climate of any organization. They include leadership and 
supervision, communication, group process, and intergroup 
•. 
relations. 
OD recognizes that an organization may improve its per¬ 
formance by "unleasing more of the potential inherent in the 
human resources” (Beer & Huse, 1972, p. 85). This can be 
accomplished by designing or changing the structure and 
interpersonal/social variables "so that human resources can 
be fully unleashed and brought to bear on the task and ob¬ 
jectives of the organization. The adjustment of organiza¬ 
tional processes, to reflect more accurately the needs of 
the environment and of persons in it, is one of the key 
objectives of our organizational development program" (Beer 
& Huse, 1972, p. 85). 
All OD models have specific characteristics that dis¬ 
tinguish them from all other change models. The following 
is a review of the common characteristics and assumptions 
(Beer 6c Huse, 1972; Lippit et al., 1958; Lippit et al. , 
1983; Parker, 1984; 6c Schmuck et al. , 1977). 
-An insider of the organization in a strategic position 
must feel the need for change or improvement. 
-An outside consultant is employed to manage the change 
process. 
-Organizational data is collected in a systematic manner 
for diagnosing organizational problems. 
-The results are presented to all organizational members 
that are affected by the findings. 
-The data is then analyzed and interventions are planned 
• « 
with the input of affected organizational members. This 
is the beginning of the planned change strategy. 
-The changes are then implemented and the process is 
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managed by an individual who is ultimately responsible 
for the management process. 
-0D uses system theory to recognize the improvement of 
a systematic approach which includes concerns for all 
aspects of the organization during the change process. 
-0D often requires cultural change. Norms, attitudes 
and belief structures control and predict organizational 
behavior. These norms control the decision making, 
goal setting, communication patterns, and leadership 
functions of the organization. Improving these activi¬ 
ties is central to improving the effectiveness of the 
organization. OD assumes that creativity and competence 
usually are widely distributed throughout the organiza¬ 
tion, regardless of hierarchial levels of job functions. 
These new norms and beliefs must remain permanent in 
order for the change to be institutionalized into the 
system. 
-OD makes use of the applied behavioral sciences in 
order to provide a framework for understanding group 
and organizational behavior. 
-OD assumes that people learn best by doing and OD 
strategies are best carried out by working on tangible 
problems rather than on abstractions. 
-The interventions of the change are finally assessed 
and a rediagnosis of the system initiates a new process. 
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The Effect of Climate on Change 
----- 
According to Lieberman and Griffin (1976), the setting 
in which an innovation takes place must be examined in order 
to ensure a successful strategy for change. Settings are 
complex and change agents must attend to the ability of an 
organization to accomodate the change prior to introducing 
change activities. Gross et al., (1971) and Bentzen (1974) 
also attend to the level of complexity inherent in the inno¬ 
vation process. They are concerned with the quality and 
quantity of dialogue and decision making behavior within the 
school and their effect on the process of change. Also, 
Smith and Keith (1971) reveal other dimensions that contribute 
to the complexity of change in schools. They attempt to 
relate the problems of leadership, authority, structure, role, 
and other organizational and personal variables to the 
resistance of change by school personnel. 
Parkway (1976) describes the difficulties encountered 
by an urban ghetto high school in Chicago when it attempted 
to implement a number of innovations. The innovations in¬ 
cluded changes in the daily schedule, curriculum modifica¬ 
tions and the introduction of an instructional management 
system which relied on the use of specific behavioral objec¬ 
tives . 
According to Parkway (1976), the failure of these inno¬ 
vations was directly related to the failure of the change 
agent to request the insights of the teachers on how the 
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environment of an inner city ghetto school would impact on 
the innovations. Parkway further points out that, "It is 
ironic that teachers are expected to implement, and are held 
accountable for, innovations which they are not allowed to 
help plan" (p. 388). The process was further complicated, 
since the principal was unable to foster a school climate 
characterized by an authentic spirit of community, openness, 
and honesty. The principal's attitude toward the teachers 
was one of paternalism and not professionalism. 
Kozuch (1979) describes similar difficulties in her 
review of a policy change that attempted to modify the 
existing grading system of a junior high school. After 
establishing that the teachers did not change their evaluative 
orientations, she found that certain aspects of the school's 
organizational environment committed the teachers to main¬ 
taining their traditional practices for assessing student 
performance. Conflict between teachers and administrators, 
vacillation by the principal during the implementation pro¬ 
cess and a lack of planning that neglected teacher input, 
all contributed to strained role relations between faculty 
and administrator. These factors produced an inhibiting 
climate that was not conducive to fostering support of the 
new assessment practices. 
•. 
Johnson and Marcum (1969) attempted to determine if 
there were differences in organizational climates between 
schools identified as "most innovative" and "least innovative . 
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Schools were identified as to their degree of innovative¬ 
ness by use of the Educational Innovation Checklist which was 
developed by Himan in 1966. The identified schools were then 
administered the Organizational Climate Description Question¬ 
naire (OCDQ), developed by Halpin & Croft in 1963, to deter¬ 
mine the degree of openness and closedness. The data 
indicated that highly innovative schools had open climates 
while less innovative schools had closed climates. 
These findings indicate that the organizational climate 
of a school, in terms of openness or closedness, is an im¬ 
portant condition for change. Open climate schools define 
their goals more often, are more energetic, and have less 
apathy than closed climate schools. This study also stresses 
the importance of the role of the principal as the facilitator 
for change. Four of the eight dimensions of the OCDQ measure 
leadership behavior. Hence, the leadership activity of an 
organization has a major effect on the structural elements 
of the system. 
Lipham (1983) also reports on the importance of education 
leadership in the change process and its effect on climate. 
He summarized 13 recent studies, conducted by researchers from 
the University of Wisconsin's Center for Education Research, 
which focused on leadership, decision making, and change in 
secondary schools. The studies utilized a combination of 
qualitative and quanitative techniques to gather data. In 
the area of leadership, the studies point to the importance 
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of the principal in sensing the need for change, convincing 
others that the educational process can be improved, and 
inspiring commitment from staff members to fulfill the school's 
mission. In addition, innovative schools foster a climate 
that promotes emergent leadership, particularly on the part 
of department heads and teachers. This focus on emergent, 
as opposed to positional, leadership fosters open expression 
of ideas, consideration of alternatives, and suggestions for 
action from staff. In this type of environment, supportive 
and participative leadership is the norm rather than authori¬ 
tative leadership. Such expression usually results in 
ascribing leadership to the individual who suggests an idea 
with the responsibility for following through and making sure 
the job is completed. This provides for responsibility and 
ownership. 
Lipham (1983) further found that a high level of staff 
participation in the decision making process is characteristic 
of schools implementing innovative instructional programs. 
Participation is a significant factor in the successful im¬ 
plementation of change and contributes highly to staff satis¬ 
faction. "A key supportive factor in the adoption, change¬ 
over, and institutionalization of an innovative program is 
a staff support system to guarantee that staff members truly 
understand the implications of the new program" (Lipham, 
1983, p. 3). 
In her book entitled The Change Masters, Rosabeth Moss 
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Kanter (1983) reviews five years of research conducted on 
over 100 companies. The studies focused on specific topics 
in the general area of innovation, change, and corporate 
responsiveness to new environmental demands. Like Lipham, 
she also found that innovative organizations accomplish a 
high proportion of their productive changes through partici¬ 
pation. It is the corporate entrepreneurs that complete 
their projects by skillfully crafting conditions and building 
teams of devoted employees who feel a sense of involvement 
and contribution to decisions. 
Kanter (1983) further notes than an innovative organiza¬ 
tion realizes that it cannot afford to ignore any potential 
source of new ideas that might provide information regarding 
a possible problem or possible solution. This is precisely 
the rationale behind Motorola's "Participative Management 
Program" or Data General's "pride teams" or Honeywell's 
"quality circles". These companies promote an organizational 
climate that fosters change as a, 
...way of life rather than an occasional traumatizing 
shock, the Indians as well as the chiefs have to be 
engaged in change making and chnage masters - while 
still doing their necessary jobs. That is the challenge 
innovative organizations face: to combine the necessity 
for routine jobs with the possibility for employee 
participation beyond those jobs... They need to encourage 
an integrative culture that includes all levels [of the 
organization]. (Moss, 1983, p. 181) 
Peters and Waterman (1982) have reinforced the importance 
of organizational culture through their research of America's 
best run companies. The most important lesson to be learned 
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from these companies, and from the success of Japanese man¬ 
agement systems as well, is that human relationships and en- 
vironments that help people function more effectively are 
what distinguish well-run companies from mediocre ones (Levine, 
1985) . The well-run companies ensure that the climate of the 
organization is supportive of both the psychological needs 
and the work related needs of its employees. 
Peters and Waterman (1983) found that the best companies 
design internal systems that reinforce its members as winners. 
They create climates that promote risk taking and innovation 
on the part of all members. They describe how Ore-Idah 
encourages risk taking in its research activities. It has 
carefully designed what is called the "perfect failure", and 
has arranged to shoot off a cannon in celebration every time 
one occurs. 
The perfect failure concept arises from the simple 
recognition that all research and development is inherently 
risky, that the only way to succeed at all is through lots 
of tries, that management's primary objective should be to 
induce lots of tries, and that a good try that results in 
some learning is to be celebrated even when it fails. As a 
by-product, they legitimize and even create positive feelings 
around calling a quick halt to an obviously failing proposi- 
* « 
tion, rather than letting it drag on with resulting higher 
costs in funds and eventual demoralization (Peters and Water¬ 
man , 1983 , p. 69) . 
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They also learned that excellent organizations maintain 
conditions or internal structures that will build intrinsic 
motivation. People must believe that what they are doing is 
inherently worthwhile and that it makes a difference. Excell¬ 
ent companies provide opportunities for people to set their 
own goals. 
Excellent companies also make use of slogans, legends, 
and myths that play a powerful role in shaping the meaning 
of the organization and in developing a strong organizational 
culture. These stories establish values for the organization 
which, in turn, help establish a sense of mission or purpose 
for each of the organizational members to emulate. For 
example, everyone at Hewlett-Packard knows that he or she is 
supposed to be innovative and everyone at Procter 6c Gamble 
knows that product quality is the sine qua non (Peters 6c 
Waterman, 1983). 
Excellent companies also appear to take advantage of the 
human need to control one's own destiny. Closely related to 
this concept is the need to trust people as adults, as part¬ 
ners with dignity. The fundamental lessons from excellent 
companies teaches us that "if you want productivity and the 
financial reward that goes with it, you must treat your workers 
as your most important asset" (Peters 6c Waterman, 1983, p. 238). 
•. 
IBM agrees with this concept since it devotes a major portion 
of management's time and effort on developing programs that 
emphasize "respect for the individual . 
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And, finally, excellent companies seem to obtain extra¬ 
ordinary efforts from ordinary human beings. This is prim¬ 
arily due to the unusual leadership of the transformational 
leader. Tichy and Devanna (1986) conducted in-depth inter¬ 
views with corporate leaders and executives of 12 of Amer¬ 
ica s best run and most successful corporations. The execu¬ 
tives in each of these companies exhibited the behaviors of 
a transformational leader. According to Trichy and Devanna 
(1986), transformational leadership is concerned with change, 
innovation, and entrepreneurship. These leaders are able to 
empower others to endure the costs of change and be renewed 
with new beginnings. They are the builders of self-renewing 
organizations that view control as self control. In these 
organizations, people are allowed to make mistakes and the 
emphasis is on risk taking and innovation. Goals are set 
constantly, uncertainty is confronted, and the decision 
making process values intuition and creativity. Interper¬ 
sonal relations are open and there are high levels of trust 
within the organization. 
Hence, successful schools like excellent companies need 
to recognize the importance of the social structure of their 
organization. They must also recognize their dependence on 
the established norms of the organization and that success 
is determined by the commitment of members to organizational 
goals. Much can be learned from the business community's 
experience with managing organizations. With its emphasis 
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on people as the source of productivity, the business re¬ 
search is relevant to school improvement, and it can be ap¬ 
plied to the problems of teacher quality and school effect- 
iveness o 
Summary 
In sum, society is demanding that the schools be respon¬ 
sive to the rapid changes of the present times. Schools can 
no longer behave in a manner consistent with closed system 
theory if they desire to become effective and creative organ¬ 
izations. They must be attentive and responsive to the in¬ 
put of the public and be willing to incorporate environmental 
suggestions. 
For this reason, educational leaders will need to be 
held responsible for developing a pervasive environment in 
which goals and objectives are developed, implemented, and 
managed through varied levels of employee participation. 
Also, leadership style must be recognized as a factor which 
can enhance school climate and, thus, promote risk taking 
and change behavior on the part of the teachers. 
Useful and creative innovations have historically failed 
in schools because of unhealthy organizational factors. This 
literature review has attempted to identify organizational 
factors that promote a climate of change and innovation. A 
thorough understanding of "organizational climate" and 
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"change theory" can enhance the educational administrator's 
ability in effecting and directing educational change. 
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CHAPTER III 
METHODOLOGY 
Introduction 
This chapter provides an overview of the operational 
plan on how this study was conducted. The components of 
this chapter include: the design and data analyses method¬ 
ology, instrumentation, a description of the sample popula¬ 
tion, and the data collection strategies. 
Design and Data Analysis 
A comparative design was employed in order to make in¬ 
ferences regarding the defined population and in order to 
accept or reject the stated hypotheses. Descriptive statis¬ 
tics such as mean, standard deviation, and percentages were 
also used to describe the sampled population relative to 
their perception of school climate and their "willingness to 
innovate"0 Also, raw scores were converted to standard 
scores for further analysis of the data. 
As stated in Chapter I, the following questions guided 
this study: 
1. What is the climate perception at Blue Hills 
Regional Technical School as measured by stand¬ 
ardized scores on each of the ten subscales of 
the Work Environment Scale? 
2. How predisposed to change is the Blue Hills Regional 
Technical School sample as a whole, as measured by 
the Scales for the Measurement of Innovativeness? 
From these questions six null hypotheses were developed 
in order to implement a comparative approach. The components 
of the comparison design included: the null hypothesis, 
definition of the dependent and independent variables, the 
statistical design, and the data analysis. The level of 
significance of each hypothesis was set at the .05 level. 
According to Borg and Gall (1983) , it is acceptable practice 
to set the level of significance at the .05 level for educa¬ 
tional research studies. 
Hypothesis 1 
There is no significant difference between the four pro¬ 
fessional role groups and scores on the ten WES subscales. 
Dependent variable: Raw scores for each of the ten 
WES subscales. 
Independent variable: Professional role groups; 
1) Administrators 2) Vocational Teachers 3) Academic 
Teachers 4) Support Staff. 
Hypothesis one was tests using a one-way analysis of 
variance design. The results of this analysis determined if 
statistically significant differences existed between the 
role of professional staff and their perceptions of the school 
climate as measured by the WES subscales. This analysis was 
replicated for each of the ten WES subscales. 
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Hypothesis 2 
There is no linear relationship between the SMI scores 
and scores on the ten WES subscales. 
Dependent variable: Total score on the Scales for the 
Measurement of Innovativeness inventory. 
Independent variable: Standard scores for each of the 
ten WES subscales. 
Hypothesis two was tested using the Pearson Product 
Moment Correlation. The results of this analysis determined 
if there was a statistically significant correlation between 
scores on the SMI and scores on the WES. This analysis was 
replicated for each of the ten WES subscales. 
Hypothesis 3 
There is no significant differences between male and 
female faculty groups and scores on the ten WES subscales. 
Dependent variable: Raw scores for each of the ten 
WES subscales. 
Independent variable: Faculty members categorized 
according to sex. 
Hypothesis three was tested using a one-way analysis 
of variance design. The results of this analysis indicated 
the differences in climate perception between male and female 
faculty groups. This analysis was replicated for each of the 
ten WES subscales. 
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Hypothesis 4 
There is no significant difference between the male and 
female faculty groups and scores on the SMI. 
Dependent variable: Total score on the SMI. 
Independent variable: Sex of the faculty member. 
Hypothesis four was tested using a one-way analysis of 
variance. The results of this analysis indicated whether 
there were statistically significant differences between male 
and female faculty members and their SMI score. 
Hypothesis 5 
There is no significant difference between the length 
of teacher service groups and scores on the ten WES subscales. 
Dependent variable: Raw score for each of ten WES 
subscales. 
Independent variable: Length of service at Blue Hills 
Regional Technical School and perception of school 
climate as measured by the WES subscales. 
Hypothesis 6 
There is no significant difference between the four pro¬ 
fessional role groups and scores on the SMI. 
Dependent variable: SMI scores 
Independent variable: Professional role groups: 
1) Administrators 2) Vocational Teachers 3) Academic 
Teachers 4) Support Staff 
Hupothesis six was tested by using a one-way analysis of 
variance design. The results of this analysis indicated 
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whether statistically significant differences existed be¬ 
tween the four professional role groups and their SMI scores. 
The above questions and hypotheses provided systematic 
procedures for diagnosing the climate and change potential 
of the Blue Hills Regional Technical School. However, a 
diagnosis is only a foundation on which to implement a 
change effort. Lippit et al., (1985) elaborate on both the 
1imiatations and importance of diagnosis. 
And. diagnosis alone is never an ultimate objective- 
it is only a means of gaining insight essential to 
creating improvement strategies in some mode other 
than proceeding blindly; Choweverl a change project 
undertaken without an appropriate diagnostic frame¬ 
work is not at all different from navigating with¬ 
out a compass. (p. 76) 
Lippet et al. , (1985) further explain the need to 
include data analysis as a component of diagnosis. 
The rationale for data analysis may be the tracing 
of strengths and weaknesses throughout the organiza¬ 
tional system, the identification of causes of certain 
conditions, or the matching of corrective measures with 
aptly fingered problems. In any event, the collecting 
and analysis of generated data precedes and, in part, 
influences the isolation of opportunities for needed 
and helpful change and the selection of appropriate 
interventions. (p. 78) 
Therefore, as the before mentioned authors suggest, this 
study went beyond the task of simply generating data and it 
recommended a series of organizational development strategies 
and interventions that would enhance the current organizational 
functioning of Blue Hills Regional Technical School. These 
strategies were based on the concepts identified in the lit- 
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erature review that promote a climate of change, innovation, 
and risk taking. 
Instrumentation 
The following is a summary of the two instruments that 
were chosen to address the questions and hypotheses posed 
by this study. Both instruments were hand-scored by the 
researcher. 
Work Environment Scale 
The first instrument, the Work Environment Scale (WES) 
developed by Paul Insel and Pvudolph Moos in 1974, is a 90 
item forced choice instrument that measures members' per¬ 
ceptions of the social climate of an organization (see 
Appendix B for a review of the WES) . The Real Form (Form 
R) was chosen for this study since it was the researcher's 
intention to measure the real perceptions of the existing 
work climate at Blue Hills Regional Technical School. The 
WES is comprised of ten subscales that measure the social 
climate and environment of work settings. 
The WES subscales assess three underlying domains; the 
Relationship domain, the Personal Growth domain, and the 
System Maintenance and System Change domain. 
The Relationship domain is measured by the Involvement, 
Peer Cohesion, and Supervisor Support subscales. These sub¬ 
scales assess the extent to which employees are concerned 
about and committed to their jobs; the extent to which 
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employees are friendly to and supportive of one another; and 
the extent to which management is supportive of employees and 
encourage employees to be supportive of one another. 
The Personal Growth, or goal orientation domain is 
measured by the Autonomy, Task Orientation, and Work Pressure 
subscaleso These subscales assess the extent to which 
employees are encouraged to be self-sufficient and to make 
their own decisions; the degree of emphasis on good planning, 
efficiency, and getting the job done; and the degree to 
which the pressure of work and time urgency dominate the 
work milieu. 
The System Maintenance and System Change Domain is 
measured by the Clarity, Control, Innovation, and Physical 
Comfort subscales. These subscales assess the extent to 
which employees know what to expect in their daily routines 
and how explicitly rules and policies are communicated, the 
extent to which management uses rules and pressures to keep 
employees under control, the degree of emphasis on variety, 
change, and new approaches, and the extent to which the 
physical surroundings contribute to a pleasant work setting. 
In order to ensure that the WES would be applicable to 
a variety of work groups, the sample used for the develop¬ 
ment of the final 90 test items included people in a variety 
of work settings. Also, the following five psychometric 
criteria were applied to the data in order to select the 
final form of the WES (Moos, 1981): 1) The final form 
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avoided the use of items characteristic only of unusual 
settings. 2) Each subscale contains approximately equal 
numbers of items scored True or False in order to control for 
acquiesence response set. 3) Items correlate more highly 
with their own subscale than with any other. 4) The sub¬ 
scales have low to moderate intercorrelations and, 5) each 
item and each subscale discriminate among work settings. 
The, authors of the WES also assessed for the internal 
consistency of the instrument by using Cronbach’s Alpha. 
The internal consistency for each of the subscales is all 
in the acceptable range, varying from moderate for Peer 
Cohesion to substantial for Involvement, Work Pressure, Inno¬ 
vation and Physical Comfort0 
Test-retest reliabilities for the WES are all in the 
acceptable range, varying from a low of „69 for Clarity to 
a high of .83 for Involvement. 
Another important issue in instrumentation is the 
stability of the profile being used. Form R profile stab¬ 
ility correlations were obtained for 90 people who had not 
changed work settings and who had rated their work environ¬ 
ments twice 12 months apart. A stability coefficient was 
calculated for each person by correlating the Form R means 
obtained at Time 1 with those obtained at Time 2. The mean 
12 month profile stability was .61. Therefore, the Form R 
profiles appear to be quite stable over time intervals as 
long as a year. 
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Scales for the Measurement of Innovativeness 
Traditional research approaches define innovativeness 
as a behavior which is dependent upon the perceived attri¬ 
butes of the innovation (Katz, 1961). Fliegal and Kivlin 
(1966) stress that innovation must be perceived as having 
a high reward value for the target group or else the inno¬ 
vation will never be adopted. 
However, others conceptualize innovativeness as the 
to which an individual is relatively early in 
adopting innovations with respect to others in the social 
system (Rogers & Shoemaker, 1971). This orientation shifts 
the focus of the definition of innovativeness from the inno¬ 
vation to the individual. It implies that innovativeness 
is a personality characteristic which is normally dis¬ 
tributed. 
According to Cook, Hurt, and Joseph (1977), viewing 
innovativeness as an underlying personality construct pre¬ 
sents an advantage to the researcher: 
First, it allows for innovativeness to be measured 
more systematically by use of self-reports. Secondly, 
it permits a measure of innovativeness which is not 
innovation specific... Third, and most importantly, 
it permits the use of self-report techniques which 
enable researchers to predict innovativeness. (p. 59) 
The Scales for the Measurement of Innovativeness is a 
20-item instrument that uses a seven point Likert scale 
• « 
response method for scoring (see Appendix C for a review of 
the scale). The purpose of this instrument is to measure an 
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individual’s ’’willingness to innovate” and not actual adopter 
behavior. The instrument was developed on the basis of the 
characteristics of five innovativeness categories identified 
by Rogers and Shoemaker (1971). These categories include: 
the innovator, the early adopter, the early majority, the 
late majority, and the laggard. Each category is represen¬ 
tative of a subject's total score. Innovators have a score 
of 132 and above, early adopters score between 117 and 131, 
the early majority category is representative of a score 
between 102 and 116, the late majority score between 88 and 
101, and laggards are identified as obtaining a score of 87 
and below. 
In order to assess the reliability of the 20-item 
instrument, a technique for making all split-half comparisons 
was employed. The results of this analysis yielded a reli¬ 
ability of .94. Furthermore, the chi-square test for good¬ 
ness of fit revealed that the distribution of the combined 
responses of the original sample did not differ significantly 
from normality. Descriptively, the original mean of the 
combined sample was 102, with a standard deviation of 14. 
Since the sampled scores did not differ significantly 
from normality, Rogers and Shoemaker (1971) used normality 
as the underlying assumption for further analysis. Hence, 
adopter categories were identified within the normal dis¬ 
tribution by segmenting them according to the obtained 
standard deviation. Thusly, "innovators” comprise 2.5% 
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of the total population; "early adopter", 
majority", 34%; "late majority", 34%; and 
Since innovativeness is believed to be a 
13.570; "early 
"laggard", 16%. 
unidimensional con- 
struct and this factor was maintained consistently through¬ 
out further analysis by Cook, it can be said that this in- 
strument has obtained construct validity. 
The Scales for the Measurement of Innovativeness was 
also tested for its predictive validity. Research conducted 
by Cook and Witteman (cited in Cook et al., 1977) found that 
the 20-item instrument has the potential to predict "willing¬ 
ness to adopt innovation" across populations which differ in 
age and socioeconomic status. 
Sampling 
The target population for this study included all admin¬ 
istrators, vocational teachers, academic teachers and pro¬ 
fessional support staff employed at Blue Hills Regional 
Technical School. Since the researcher is employed at Blue 
Hills Regional Technical School, this provided him with an 
experimentally accessible population. This population rep- 
✓ 
resented a purposeful sampling strategy since the results 
of this study were used primarily to describe the organiza¬ 
tional climate at Blue Hills Regional Technical School, and 
to make organizational development recommendations specific 
to Blue Hills Regional Technical School. 
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Data Collection Strategies 
The first step in the data collection process was to 
inform all participants of the purpose and goals of this 
studyo A general staff meeting was held in order to achieve 
this purpose. At this meeting all subjects were provided 
a packet which included the following: Data Sheet (see 
Appendix D) , Form R of the Work Environment Scale, and the 
Scales for the Measurement of Innovativeness. The researcher 
provided information to all staff on how to complete the data 
sheet and both instruments. 
The subjects were requested to complete all information 
within a one week time period. Each department head was 
requested to be responsible for collecting the completed 
data sheet and instruments from each department member. 
Administrators and support staff were directed to return 
their packets to the secretary in the Special Services 
office. A check off sheet was used to keep track of those 
staff members who returned their packets. This procedure 
ensured anonymity for the subjects, yet provided the re¬ 
searcher with a method for identifying those subjects who 
had not returned their packets. These individuals were then 
sent a letter requesting the return of their instruments by 
a specific date. 
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CHAPTER IV 
PRESENTATION OF THE DATA 
This chapter reports the results of this study according 
to the following sequence: 
-Overview of the subjects by demographics 
-Descriptive statistics and standardized scores 
-Statistical analysis of the variables 
Review of the Subjects 
Of the 108 packets that were distributed, all (100%) 
were returned by the subjects. Of these packets, only 106 
(98.2%) were usable for data analysis. Within the group of 
106, there was one case missing in each of the following 
demographic variables: age, years of service at Blue Hills 
Regional Technical School, and highest degree earned. 
Demographical Data 
Sex. Of the 106 subjects, 75 (70.89%) were male and 
31 (29o 2%,) were female. 
Job role. The subjects reported their job roles by 
selecting one of the four job role categories. According to 
the subjects' responses, 23 (21.7%) of the subjects were 
academic teachers, 58 (54.7%,) vocational teachers, 7 (6.6/0) 
administrators, and 18 (17%,) support staff. 
Age. The subjects reported their ages by selecting one 
of the four age groups. Accordingly, 7 (6.7%) were between 
21 and 30 years old, 50 (47.6%) were between 31 and 45 years 
old, 31 (29.54) were between 46 and 55 years old, and 17 
(16.2%) were over the age of 55. 
Years of experience in education. The subjects reported 
their total years of experience in the field of education. 
Twelve (ll 037o) of the subjects reported one to five years 
experience, 43 (40.67,) reported six to 12 years experience, 
and 51 (.48.17,) reported 13 years or more experience. 
Years of service at Blue Hills Regional Technical School. 
The subjects were asked to report the number of years of 
service they had at Blue Hills Regional Technical School. 
In response to this item, 23 (21.97>) had one to five years 
of service, 43 (417.) had six to 12 years of service, and 39 
(37.17,) had 12 or more years of service. 
Highest degree earned. According to the subjects' 
responses, 18 (17017>) have a high school diploma, 7 (6.7 4) 
an Associates degree, 32 (30.5%) a Bachelors degree, 41 
(397,) a Masters Degree, and 7 (6.77,) a Certificate of 
Advanced Graduate Study. 
Descriptive Statistics of the Variables 
This section will further assist in interpreting the 
results of this study. The following descriptive statistics 
provide greater detail of Blue Hills Regional Technical 
School as it relates to the climate perceptions and innova¬ 
tive willingness of the staff. 
70 
Table 1 reviews the means and standard deviations of 
the total Blue Hills Regional Technical School staff for 
each of the ten WES subscales. Furthermore, this table en¬ 
ables the reader to compare the means and standard devia¬ 
tions of Blue Hills’ scores with those of the sample termed 
the "general work group". 
Although these findings should be interpreted with cau¬ 
tion because of possible differences between the two work 
groups, subjects of this study rate supervisor support, clar¬ 
ity of expectations, and emphasis on innovation lower than 
the general work groups. Also, the Blue Hills Regional Tech¬ 
nical School staff are seen as somewhat less involving and 
less cohesive than the general work group, as allowing less 
autonomy and as having increased emphasis on work pressure 
and control. These differences may reflect staff morale 
and burn-out problems related to the stressful and emotion¬ 
ally draining nature of the work in educational settings, 
and the problem of working in a bureaucratic organization 
such as a school. 
Of particular importance to this study were the scores 
on the Control and Innovation subscales. The Innovation sub¬ 
scale received the lowest rating of any of the subscales. It 
purports to measure the organization’s degree of emphasis on 
variety, change, and new approaches. Also, one of the high¬ 
est scores was given to the Control subscale which measures 
the extent to which management uses rules and pressures to 
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Table lc Means and Standard Deviations for Blue Hills and 
General Work Groups 
Subscales 
Blue Hills 
M SD 
General Work Group 
M SD 
Involvement 5.40 2.49 5.95 1.41 
Peer Cohesion 4.76 2.31 5.70 1.15 
Supervisor Support 4.19 2.24 5.68 1.38 
Autonomy 5.12 2.25 5.54 1.22 
Task Orientation 5.95 2.12 5.90 1.29 
Work Pressure 5.36 2.28 4.40 1.38 
Clarity 5.18 1.93 5.60 1.29 
Control 5.95 2.18 4.88 1.33 
Innovation 3.11 2.65 4.42 1.54 
Physical Comfort 5.37 2.23 4.89 1.35 
Note: M and SD for general work groups was provided in the 
Work Environment Scale Manual. 
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keep employees under control. Both of these subscales are 
integral to the System Change dimension of the WES. 
The Physical Comfort subscale received an above average 
rating by the Blue Hills staff. This subscale measures the 
extent to which the physical surroundings contribute to a 
pleasant work environment at the school. 
Standardized Scores 
Standardized scores are used in this study in order to 
express the performance of the professional role and sex 
variables relative to the performance of the "general work 
group" on which the WES was normed. The standardized scores 
' were calculated by using the WES Administration Manual which 
provides a conversion table that changes raw scores into 
standardized scores for each of the ten subscales. Tables 
2 and 3 provide the standardized scores for each of the pro¬ 
fessional role group variables and sex variables and Figures 
1 and 2 present illustrative profiles of these standardized 
scores. 
Figure 1 provides a graphic comparison of each of the 
four professional role groups. All four groups perceived a 
below average emphasis on the Involvement, Peer Cohesion, 
and Supervisor Support subscales. These subscales comprise 
the Relationship Dimension of the WES. 
The academic teachers are characterized by below average 
« 
scores on the Involvement, Peer Cohesion, Supervisor Support, 
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Table 2 . Standardized Scores for Each of the Four 
Professional Role Groups 
Role 
Subscales Academic Vocational Administrator Support 
Involvement 41 
Peer Cohesion 41 
Supervisor Support 31 
Autonomy 48 
Task Orientation 48 
Work Pressure 56 
Clarity - 47 
Control 65 
Innovation 40 
Physical Comfort 56 
48 45 47 
42 42 43 
41 49 37 
49 56 35 
53 53 48 
60 41 54 
46 59 45 
57 54 56 
43 46 34 
53 57 55 
Table 3. Standardized Scores for Male and Female Groups 
Subscales 
Involvement 
Peer Cohesion 
Supervisor Support 
Autonomy 
Task Orientation 
Work Pressure 
Clarity 
Control 
Innovation 
Physical Comfort 
Male Female 
48 41 
43 39 
42 31 
52 36 
52 48 
54 62 
49 40 
57 61 
46 31 
57 45 
74 
100 
80 
80 - 
70 - 
60 - 
60 
30 -A 
30 4/, 
/ 
\ v RVtJ \ rry vy- 
N. -■¥// '-A 
.* F A \ V \ 
/ 
/ A 
\ y/A.. 
\ y>$ 
\KA 
-\y/L 
io -'/wM 
1 '\« 
■'Kim 
0 
Y, / / 
i 
y# 
\ N S/A 
.AM 
m 
sM 
\ //: 
\ y/A- 
■ O-N 
>A 
v-4 \\\ 
\v 
* 
;/;s\ 
I \Y/, 
\ 
\ 
M- A 
// / . 
/ / 
•* / 
/V\ 
7V 
A- 
TtSS 
'// -Xn 
-/V\\N 
\: 
A 
S/M 
. 
\; 
■//. 
#>v 
V/ 
\ •*. •* 
A$ \\ 
AN 
u 
'/A 
Va / 
/ 
\ 
y.72 
' v/ 
''/A 
/V 
/\ \ 
A 
\ 
\\/A 
>/j 
//X\ 
/ \{yS \V- V A A//T\\N / 
V, 
/, 
/ 
An 
y/M 
m
'■i,- 
St 
\ /j 
V; Cv 
\ Y/y ••A 
Vy vo- 
>4\v- 
:AKv 
(7" /nV 
/\ 
A A / A\ / 
y J \ A 
A 
'An ■■•■ a, \ 
iA 
A 
V/, 
'll 
11 
m 
It 
/aas; 
[•' / r \\\ 
ww 
. /w />C ‘ 
7\\N 
Involve¬ 
ment 
E ACAD 
Peer 
Cohesion 
Super¬ 
visor 
Support 
Autonomy 
YOCAT V//X ADMIN 
Task 
Orienta¬ 
tion 
9UPP 
Figure 1. Standard Scores for Professional Role Groups on 
WES Subscales 
continued 
75 
ACAD E3 YOCAT ADMIN 
Figure X, continued 
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and Innovation subscales. Also, they perceived the work 
climate as being high on the Work Pressure and Physical 
Comfort subscales. They received the highest score of any 
of the four groups on the Control subscale. 
Vocational teachers were characterized by below average 
scores on the Involvement, Peer Cohesion, Supervisor Support, 
and Innovation subscales. Furthermore, they are distinguished 
by perceiving a strong emphasis on the Work Pressure and 
Control subscales. 
Administrators received the highest score of the four 
groups on the Supervisor Support, Autonomy, Task Orientation, 
Clarity, Innovation, and Physical Comfort subscales. Also, 
they perceived less of an emphasis on the Work Pressure and 
Control subscales than did the other three groups. 
Support staff perceived the Autonomy, Clarity, and 
Innovation subscales the lowest of any of the role groups. 
Figure 2 provides a graphic comparison of the climate 
perceptions between the male and female groups. The male 
group is characterized as perceiving a more positive organiza¬ 
tional climate than the female group. They perceived all 
ten subscales more positively than did the females. It 
should be noted that high scores on the Work Pressure and 
Control subscales are indicative of negative climate factors. 
The males’ perceptions were characterized by a low 
emphasis of mutual friendliness and supportiveness among 
employees, average encouragement within the organization for 
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members to make their own decisions, and a concern with 
management's use of rules to keep employees under control. 
Also, they reported positively concerning the physical 
surroundings of Blue Hills Regional Technical School in 
contributing to a pleasant work environment. 
The females perceived a relatively low emphasis on the 
Relationship dimension, and they were especially character¬ 
ized by a suspicion and mistrust between employees and their 
supervisors. They perceived a considerable lack of clarity, 
autonomy, and a low emphasis by the organization on variety, 
innovation, change and new approaches. Also, they perceived 
an above average emphasis on the Work Pressure and Control 
subscales. 
Tables 4 through 9 present a summary of the SMI scores 
according to each of the demographic variables. Those groups 
which scored highest in terms of their "willingness to 
innovate" were the support staff, administrators, those staff 
members with a CAGS degree, and the 46 to 55 year old age 
groups. Those groups which scored lowest were those 55 years 
of age and older, staff members with 13 or more years of 
experience, and those with a high school diploma as their 
highest degree earned. 
The Blue Hills Regional Technical School staff's mean 
score on the SMI was higher than the mean score of the SMI's 
original sample on which the instrument was originally normed. 
The Blue Hills Regional Technical School's mean score was 112 
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Table 4. Means and Standard Deviations of SMI Scores by Sex 
Group n M SD 
Male 75 111.19 12.68 
Female 31 114.10 13.82 
Table 5 . Means and Standard Deviations of SMI Scores by 
Professional Role Groups 
Group 
Academic Teachers 
Vocational Teachers 
Administrators 
Support Staff 
n M SD 
23 109.87 11.16 
58 110.43 13.26 
7 116.86 9.89 
18 118.11 14.13 
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Table 6„ Means and Standard Deviations of SMI Scores by Age 
Group n M SD 
21-30 7 110.71 19.28 
31-45 50 111.86 11.68 
46-55 31 115.13 13.99 
55+ 17 106.94 11.74 
Table 7 . 
Experience 
Means and Standard 
in Education 
Deviations of SMI Scores by 
Group n M SD 
1-5 12 106.17 15.76 
6-12 43 114.26 13.02 
13+ 51 111.55 12.11 
31 
Table 8. Means and Standard Deviations of SMI Scores by 
Years of Service 
Group n M SD 
1-5 23 112.13 15.69 
6-12 43 114.09 12.60 
13+ 39 109.90 11.83 
Table 9. Means and Standard Deviations of SMI Scores by 
Degree 
Group n M SD 
High School 
Associates 
Bachelors 
Masters 
CAGS 
18 110.67 12.39 
7 112 c 29 13.47 
32 111.75 13.74 
41 112.29 13.48 
7 116.71 10.64 
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compared to the SMI sample’s mean score of 102. Table 10 
indicates the percentages of the Blue Hills Regional Tech¬ 
nical School subjects that placed in each of the five SMI 
categories. For comparison purposes, percentages for the 
original SMI sample are also provided in this table. As 
Table 10 shows, Blue Hills Regional Technical School con¬ 
sistently placed high percentages of subjects in the upper 
innovative categories of the SMI which is suggestive of a 
relatively high degree of "willingness to innovate" on the 
part of the staff as a whole. 
Statistical Analysis of the Variables 
Hypothesis 1 
There is no significant difference between the four pro¬ 
fessional role groups and scores on the ten WES subscales. 
Hypothesis one was tested using a one-way analysis of 
variance of the group mean scores. The test was conducted 
using the .05 significance level. 
A statistically significant difference was found be¬ 
tween the four professional role groups on the Supervisor 
Support subscale and Autonomy subscale. Therefore, the first 
null hypothesis was rejected. Table 11 summarizes the find¬ 
ings for each of the ten WES subscales. 
The Duncan Multiple Range Test was used to determine 
which groups differed significantly on the Supervisor Support 
and Autonomy subscales. The results of this test indicated 
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Table 10. Percentage of Subjects Who Placed in Each of the 
Five SMI Categories 
Categories Blue Hills % Original Sample % 
Innovators 5.36 1.50 
Early Adapters 35 „ 54 13.50 
Early Majority 40.24 34.91 
Late Majority 15.09 34.91 
Laggards 3 o 77 15.18 
84 
EaciVf^h™ SS~Lf Professional R°^ Groups for 
Group n M SD df F Ratio F Prob. 
Involvement 105 1.31 .275 
Academic Teachers 23 4.52 2.56 
Vocational Teachers 58 4.72 2.36 
Administrators 7 5.29 3.13 
Support Staff 18 5.50 2.32 
Peer Cohesion 105 .11 .953 
Academic Teachers 23 4.52 2.04 
Vocational Teachers 58 4.81 2.36 
Administrators 7 4.86 3.13 
Support Staff 18 4.89 2.32 
Supervisor Support 105 3.99 .009* 
Academic Teachers 23 3.00 2.02 
Vocational Teachers 58 4.57 2.14 
Administrators 7 5.57 2.82 
Support Staff 18 3.94 2.04 
Autonomy 105 2.94 .036* 
Academic Teachers 23 5.26 1.91 
Vocational Teachers 58 5.33 2.20 
Administrators 7 6.29 2.29 
Support Staff 18 3.83 2.43 
Task Orientation 105 .36 .783 
Academic Teachers 23 5.65 1.90 
Vocational Teachers 58 6.12 2.03 
Administrators 7 6.14 2.48 
Support Staff 18 5.72 2.63 
Work Pressure 105 2.34 .077 
Academic Teachers 23 5.22 2.25 
Vocational Teachers 58 5.76 2.19 
Administrators 7 3.57 2.29 
Support Staff 18 4.94 2.36 4 
continued 
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Table 11, continued 
Group n M SD df F Ratio F Prob. 
Clarity 105 .87 .459 
Academic Teachers 23 5„17 1.44 
Vocational Teachers 58 5.12 3.07 
Administrators 7 6.29 2.43 
Support Staff 18 4.94 1.83 
Control 105 1.35 .263 
Academic Teachers 23 6.74 2.07 
Vocational Teachers 58 5.79 1.94 
Administrators 7 5.42 3.35 
Support Staff 18 5.66 2.47 
Innovation 105 1.41 .241 
Academic Teachers 23 3.09 2.35 
Vocational Teachers 58 3.40 2.80 
Administrators 7 3.71 2.43 
Support Staff 18 2.00 2.45 
Physical Comfort 105 .32 .810 
Academic Teachers 23 5.67 2.10 
Vocational Teachers 58 5.21 2.04 
Administrators 7 5.71 2.43 
Support Staff 18 5.44 2.96 
*p<.05 
that academic teachers differed significantly from vocation¬ 
al teachers and administrators on the Supervisor Support 
subscale. The academic teachers perceived less supervisor 
support than did the other two groups. 
Also, the support staff differed significantly with 
vocational teachers, academic teachers, and administrators. 
Support staff perceived less encouragement from supervisors 
for employees to be independent than did the other three 
groups. 
Hypothesis 2 
There is no linear relationship between the SMI scores 
and scores on the ten WES subscales0 
Hypothesis two was tested using the Pearson Product 
Moment Correlation. The correlational technique was two- 
tailed and was conducted using the .05 significance level. 
No linear relationship was found between the SMI scores 
and any of the scores on the ten WES subscales, thus, the 
null hypothesis was accepted. These findings suggest that 
"willingness to innovate", as measured by this study, is 
not related to the climate perceptions of the sample studied. 
The results of these tests are found in Table 12. 
Hypothesis 3 
There is no significant difference between male and 
female faculty groups and scores on the ten WES subscales. 
Hypothesis three was tested using a t-test„ The test was 
two-tailed and was conducted using the .05 significance level. 
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Table 12. Correlation Between SMI Scores and Scores on 
the WES Subscales 
Subscales r r probability 
Involvement 
-.068 .488 
Peer Cohesion 
-.042 .663 
Supervisor Support 
.011 .909 
Autonomy 
-.115 .236 
Task Orientation 
-.188 .052 
Work Pressure 
-.053 .587 
Clarity -.141 .148 
Control 
-.119 .223 
Innovation -.098 .314 
Physical Comfort -.119 .224 
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e was found be- A statistically significant differenc 
tween males and females on the following WES subscales; 
Supervisor Support, Autonomy, Clarity, Innovation, and Physi¬ 
cal Comfort. It should also be noted that on the Work Pres¬ 
sure subscale, the significance level was exactly .05 and 
should be viewed as a possible trend. Due to the above find¬ 
ings, the third null hypothesis was rejected. Table 13 
relates to these findings. 
Hypothesis 4 
There is no significant difference between the male 
and female faculty groups and scores on the SMI. 
Hypothesis four was tested using a two-tailed t-test 
and used the .05 significance level. 
No statistically significant difference was found be¬ 
tween the mean scores for males and females, suggesting that 
"willingness to innovate" as measured by this study, is not 
related to the sex of the subjects. Table 14 summarizes 
these findings. 
It should be noted that the female group (M=114.10) 
received a higher SMI mean score than did the male group 
(M=lll.19). 
Hypothesis 5 
There is no significant difference between the length 
of teacher service at Blue Hills Regional Technical School 
and scores on the ten WES subscales. 
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Table 13 Summary of t-test of Male and Female Groups for 
Each of the WES Subscales 
Group H M SD t df t Prob. 
Involvement 1.94 104 .055 
Male 
Female 
Peer Cohesion 
Male 
Female 
Supervisor Support 
Male 
Female 
Autonomy 
Male 
Female 
Task Orientation 
Male 
Female 
Work Pressure 
Male 
Female 
Clarity 
Male 
Female 
Control 
Male 
Female 
75 5.69 2.55 
31 4.67 2.21 
75 4.91 2.38 
31 4.42 2.14 
75 4.69 2.22 
31 3.00 1.83 
75 5.64 2.21 
31 3.87 1.83 
75 6.08 2.09 
31 5.65 2.20 
75 5.08 2.25 
31 6.03 2.26 
75 5.51 1.96 
31 4.39 1.64 
75 5.77 2.04 
31 6.39 2.47 
.99 104 .326 
3.72 104 .000* 
3.93 104 .000* 
.96 104 .340 
-1.98 104 .050 
2.80 104 .006* 
-1.32 104 .189 
continued 
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Table 13. continued 
Group n M SD t df t Prob. 
Innovation 
Male 
Female 
Physical Comfort 
Male 
Female 
75 3.77 2.68 
31 1.52 1.79 
75 5.84 1.83 
31 4.29 2.72 
4.31 104 .000-* 
3.41 104 .001* 
*d<.05 
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Table 14. 
on the SMI 
Summary of t-test for Male and Female Groups 
Group n M SD t df t Prob. 
-1.05 104 .298 
Male 75 111.19 12.68 
Female 31 114.10 13.82 
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Hypothesis five was tested using a one-way analysis of 
variance and was conducted using the .05 significance level. 
A statistically significant difference was found between the 
length of teacher service at Blue Hills Regional Technical 
School on the Peer Cohesion subscale, thereby, rejecting 
the null hypothesis. The results of this hypothesis are 
found in Table 15. 
Next, the Duncan Multiple Range Test was performed in 
order to determine which length of teacher service group 
differed significantly on the Peer Cohesion subscale. The 
test determined that staff who worked at Blue Hills Regional 
Technical School over 13 years differed significantly from 
staff who worked at Blue Hills Regional Technical School 
between six and twelve years. The 13 plus years group per¬ 
ceived less of an extent to which employees are friendly 
and supportive of one another than did the six to 12 years 
group. 
Hypothesis 6 
There is no significant difference between the four 
professional role groups and scores on the SMI. 
Hypothesis six was tested using a one-way analysis of 
variance and the test was conducted using the .05 signifi¬ 
cance level. 
No statistically significant difference was found be¬ 
tween the mean scores for each of the professional role 
groups. This finding suggests that "willingness to innovate 
93 
Table 15. ANOVA Summary of Years of Servici 
Each of the WES Subscales 
Group n M SD df 
Involvement 104 
1-5 years 23 6.09 2.29 
6-12 years 43 5.58 2.61 
13+ years 39 4.74 2.38 
Peer Cohesion 104 
1-5 years 23 5.00 2.13 
6-12 years 43 5.37 2.43 
13+ years 39 3.95 2.11 
Supervisor Support 104 
1-5 years 23 4.04 2.29 
6-12 years 43 4.16 2.50 
13+ years 39 4.28 1.97 
Autonomy 104 
1-5 years 23 5.00 2.61 
6-12 years 43 5.18 2.24 
13+ years 39 5.10 2.11 
Task Orientation 104 
1-5 years 23 5.60 2.15 
6-12 years 43 6.42 1.90 
13+ years 39 5.58 2.29 
Work Pressure 104 
1-5 years 23 4.52 2.59 
6-12 years 43 5.77 1.91 
13+ years 39 5.31 2.34 
Clarity 104 
1-5 years 23 4.73 1.91 
6-12 years 43 5.30 1.81 
13+ years 39 5.28 2.10 
Groups for 
F Ratio F Prob. 
2.39 .096 
4.24 .017* 
.08 .921 
.05 .950 
1.93 .149 
2.33 .102 
.72 .484 
continued 
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Table 15„ continued 
Group n M SD df F Ratio F Prob. 
Control 104 3.05 .051 
1-5 years 23 5.74 2.28 
6-12 years 43 6.56 1.91 
13+ years 39 5.41 2.31 
Innovation 104 .37 .690 
1-5 years 23 3.52 2.56 
6-12 years 43 2.93 2.90 
13+ years 39 3.08 2.49 
Physical Comfort 104 .57 .564 
1-5 years 23 5.30 2.46 
6-12 years 43 5.67 1.96 
13+ years 39 5.15 2.41 
*£<.05 
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as measured in this study, is not related to the professional 
role of the Blue Hills Regional Technical School subjects. 
However, it should be noted that all groups scored above the 
average on the SMI with the support staff (M=118.11) scoring 
the highest and the academic teachers (M=109.87) scoring the 
lowest. These findings are summarized in Table 16. 
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Scores^on thfLl”7 °f Professi°-l Role Group 
Group n M SD df F Ratio F Prob. 
105 2.20 .092 
Academic Teachers 23 109.87 11.16 
Vocational Teachers 58 110.43 13.26 
Administrators 7 116.86 9.89 
Support Staff 18 118.11 14.13 
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CHAPTER V 
ANALYSIS AND DISCUSSION 
Summary 
The purpose of this study was to assess the Blue Hills 
Regional Technical School’s organizational climate and the 
staff members’ ’’willingness to innovate" in order to determine 
specific, organizational development strategies that would 
enchance the innovative behavior of all Blue Hills Regional 
Technical School's professional staff. The need for this 
study was influenced by the "school improvement movement" 
which grew out of the negative findings of the federal and 
state education reports of the mid 1980s. These reports 
emphasized the urgent need for schools to make rapid changes 
and to become increasingly more innovative (Quinby, 1985). 
The literature stresses that both organizational climate and 
the willingness of organizational members to become involved 
in innovative activities directly effects a school s potential 
for change behavior (Cook et al., 1981; Fullan, 1985). The 
literature also acknowledges that model school effectiveness 
programs and organizational development programs must begin 
with a data collection step (Lippet et al., 1985; Miles, 
Farrah, & Neufeld, 1983; Wilson, 1985). For this reason, 
this study utilized the Work Environment Scale to assess the 
organizational climate at Blue Hills Regional Technical School 
Also, the Scales for the Measurement of Innovativeness was 
administered to all subjects in order to determine their 
willingness to innovate". 
Furthermore, the research task of this study was to 
assess if climate perception and "willingness to innovate" 
is influenced by a set of variables. 
The two research questions that guided this study are 
1. What is the climate perception at Blue Hills 
- Regional Technical School as measured by the 
standardized scores on each of the climate sub¬ 
scales of the Work Environment Scale? 
2. How predisposed to change is the Blue Hills 
Regional Technical School sample as a whole as 
measured by the Scales for the Measurement of 
Innovativeness? 
/ 
Also, the following six null hypotheses guided this 
study: 
1. There is no significant difference between the 
four professional role groups and scores on the 
ten WES subscales. 
2. There is no linear relationship between the SMI 
scores and scores on the ten WES subscales. 
3o There is no significant difference between male 
and female faculty groups and scores on the ten 
WES subscales. 
4. There is no significant difference between the male 
and female faculty groiips and scores on the SMI. 
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5. There is no significant difference between the 
length of teacher service at Blue Hills Regional 
Technical School and scores on the ten WES sub¬ 
scales o 
6. There is no significant difference between the four 
professional role groups and scores on the SMI. 
The results of this study indicated that: 
-Academic teachers differed significantly from voca¬ 
tional teachers and administrators on the Supervisor 
Support subscale. 
-Support staff differed significantly from vocational 
teachers, academic teachers, and administrators on 
the Autonomy subscale. 
-There was no linear relationship found between the SMI 
scores and any of the scores on the ten WES subscales. 
-Males differed significantly from females on the 
Supervisor Support, Autonomy, Clarity, Innovation, 
and Physical Comfort subscales. 
-"Willingness to innovate", as measured by this study, 
is not related to the sex of the subjects. 
-Only those staff who worked at Blue Hills Regional 
Technical School 13 or more years differed signifi¬ 
cantly from staff who worked at Blue Hills six to 
12 years on the Peer Cohesion subscale, 
and 
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-"Willingness to innovate", as measured by this study, 
is not related to the professional role of the sub- 
jects. 
This study also determined that the Blue Hills Regional 
Technical School is comprised of an above average staff, as 
measured by the SMI, in terms of their "willingness to inno¬ 
vate". The mean SMI score for the entire Blue Hills Regional 
Technical School staff was 112.04. The mean score for the 
female group was 114.10 and the male group's mean score was 
Of the professional role groups, the support staff 
received the highest score with a mean of 118.11 and the 
academic teachers received the lowest score with a mean of 
109.87. 
As a group, the Blue Hills Regional Technical School 
staff scored below average on the Involvement, Peer Cohesion, 
Supervisor Support, Autonomy, Clarity, and Innovation sub¬ 
scales. The female group consistently perceived the work 
climate more negatively than did the male group, and the 
administrators perceived the work climate more positively 
than did the academic teachers, vocational teachers, and 
support staff. 
Interpretation of the Findings 
This section is presented and discussed in terms of 
the data generated by the questions and null hypotheses 
that guided this study. 
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Question 1 
What is the climate perception at Blue Hills Regional 
Technical School as measured by the standardized scores on 
each of the ten WES subscales? 
An examination of the standardized scores for the entire 
Blue Hills Regional Technical School staff indicates that the 
weakest of the three dimensions measured by the WES was the 
Relationship dimension. The Involvement, Peer Cohesion, and 
Supervisor Support subscales which comprise the Relationship 
dimension received below average acores. This appears to 
indicate that as a group Blue Hills Regional Technical School 
may be characterized by a lack of mutual friendliness and 
supportiveness among employees. Furthermore, there appears 
to be a moderate degree of suspicion and mistrust between 
employees and their supervisors. 
Below average scores were also recorded on the Autonomy 
and Innovation subscales. According to the research conducted 
by Brady, Kinnaird and Freidrick (1980) information related 
to the issues of job satisfaction and staff morale may be 
determined when data from the subscales of the Relationship 
dimension are combined with the Innovation and Autonomy sub¬ 
scales. For this reason, it appears that the Blue Hills 
Regional Technical School’s scores may be indicative of the 
"existence of" or "potential for" a climate that lacks the 
promotion of strong interpersonal relationships. This can 
eventually lead to poor staff morale and employee dissatis¬ 
faction of their jobs. 
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High scores on the Work Pressure and Control subscales 
continue to indicate a problem with staff morale. In gener¬ 
al, morale among employees is low in work settings in which 
peer relationships are strained or distant, in settings in 
which there is a lack of coworker cohesion, supervisor sup- 
Por^» autonomy, and in settings in which supervisors are 
highly controlling (Berkeley Planning Associates, 1977). 
These factors relate to the Blue Hills Regional Technical 
School staff as a whole but they are prominent to a greater 
or lesser degree depending on the role or sex of the staff. 
A study by Savicki and Cooley (in press) linked charac¬ 
teristics of the work climate to the Maslach Burnout Inven¬ 
tory. They found that lack of involvement and autonomy when 
coupled with high work demands may be related to emotional ex¬ 
haustion. The Blue Hills Regional Technical School staff 
scored low in involvement and autonomy and high on work pres¬ 
sure. These findings reflect a concern that the climate at 
Blue Hills may contribute to the emotional exhaustion of staff 
members and result in decreased work productivity and a re¬ 
luctance on the part of the staff to become involved in change 
and innovative activities. 
Of particular importance to this study were the scores 
on the System Maintenance and System Change dimensions. Al¬ 
though the staff felt that the physical surroundings of the 
school contribute to a pleasant work environment, there is 
a definite improvement needed in the communication of rules 
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and policies. Another major concern is the extent to which 
managers use rules and pressures to keep employees under 
control and the staff's perception of the lack of emphasis 
by the school on variety, change, and new approaches. These 
findings imply that the social work climate does not foster 
the initiation of innovative behavior. In summary, the 
scores for the entire Blue Hills Regional Technical School 
group may reflect staff and burnout problems which may be re¬ 
lated to the stressful and emotionally draining nature of the 
work in educational settings and the inherent problems of 
working in a bureaucratic organization (Moos, 1986). 
Standardized Scores for the Professional Role Groups. 
All four role groups perceived the three subscales of the Re¬ 
lationship dimension below average, with the lowest ratings 
given by the academic teachers. They also perceived the 
most supervisor control of the four role groups. The percep¬ 
tions of the academic teachers indicate that they are the 
highest risk role group in terms of experiencing poor morale 
and poor job satisfaction. 
Also, their perception of a lack of supervisor support 
coupled with excess supervisor control identifies them as the 
least empowered role group at Blue Hills Regional Technical 
School. Kanter (1983) emphasizes that for successful innova¬ 
tion to occur organizations must ensure that people get the 
support, information, and power that they require in order 
to undertake innovative activities. This finding may be 
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partially due to the fact that vocational schools often place 
more emphasis on the activities and accomplishments of the 
vocational departments than on the activities of other depart- 
merits within the school. 
Of the three direct service groups, the vocational 
teachers perceived the most supervisor support, autonomy, 
task orientation, work pressure, and innovation within the 
organization. Again, these findings may be related to the 
school s emphasis on the vocational components and depart¬ 
ments . 
Administrators rated the school climate more positively 
than did the other three professional role groups. The 
administrators perceived less supervisor control and work 
pressure than did any of the groups. They also rated the 
organization as more innovative, promoting more autonomy, 
and providing more clarity, supervisor support and task orien¬ 
tation than did the other role groups. This finding is con¬ 
sistent with the research on the differences between manager 
and employee perceptions of organizational climate. According 
to Moos (1986), managers and supervisors tend to perceive 
work settings somewhat more positively than employees. This 
may be due to the fact that administrators realize that their 
behavior has a direct impact on the factors that contribute 
to the social climate. Therefore, they have a tendency to 
perceive their efforts in a more favorable light (Lipham, 
1983). 
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The support staff scored lowest on the Autonomy and 
Innovation subscales „ When these low scores are combined 
with the moderately low scores on the Supervisor Support sub¬ 
scale the implication is for low job satisfaction and a lack 
of employee motivation to become involved in innovative 
activities. Tichy and Devanna (1986) stress that in order 
to enhance creativity and innovation, leaders must give 
people throughout the organization power to initiate and 
sustain innovative efforts based on faith in an idea. 
Question 2 
How predisposed to change and ’’willingness to innovate" 
is the Blue Hills Regional Technical School's staff as a group? 
The SMI measures a person's willingness to abandon 
traditional behaviors and to attempt some change. The 
instrument assumes that there is a strong relationship be¬ 
tween innovativenss and other personality characteristics 
(Hurt et al., 1977). As a result, the instrument is designed 
to measure predisposition to change and innovation and not 
actual change behavior. 
As measured by the SMI, the Blue Hills Regional Technical 
School's staff is highly predisposed to becoming involved in 
innovative behavior. The Blue Hills Regional Technical School s 
staff mean score of 112.04 is almost one standard deviation 
above the instrument's mean score of 102.<00. 
According to the SMI categories discussed in Chapter III, 
the Blue Hills Regional Technical School's staff is comprised 
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mainly of individuals who fall into the early majority (40.24%) 
and early adopter (35.54%) categories. A sample test item 
from each of these categories is as follows: Early Adopter - 
"I have a position of responsibility in at least one of my 
groups I belong to". Early Majority - "1 make decisions 
deliberately and methodically". 
It is also important to note that 5.36% of the staff fall 
into the innovator category. While this percentage appears 
small, it is considerably larger than that of the general 
population. A sample test item, which is indicative of this 
category, is as follows: "I consider myself adventurous in 
relation to people like me". 
The data from this portion of the study shows that the 
overall predisposition to change at Blue Hills Regional Tech¬ 
nical School is indeed operative and mainly within the bound¬ 
aries of traditional structures and practices. However, 
given the potential for change of the Blue Hills Regional 
Technical School's staff relative to the "general population", 
it appears obvious that considerable efforts at educational 
innovation should be conducted at the school. 
Hypothesis 1 
There is no significant difference between the professional 
role groups and scores on the ten WES subscales. 
There were only two subscales on which the role groups 
differed significantly. This finding implies that except for 
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issues related to supervisor support and autonomy the four 
professional role groups perceived the climate at Blue Hills 
Regional Technical School in relatively similiar ways. In 
fact, Moos (1986) notes that although managers tend to per¬ 
ceive their work climates more positively than employers do 
on each of the subscales, the differences are relatively 
small and separate norms are not provided for the WES. 
The statistical significance attained on the Supervisor 
Support subscale suggests that academic teachers perceive 
significantly less management support of employees and less 
encouragement by management for employees to be supportive 
of one another, than do vocational teachers and administrators. 
This finding may be directly attributed to the leadership 
style of the Blue Hills administrative team in general. How¬ 
ever, each professional role group is supervised by its own 
middle level manager„ For this reason, the significant diff¬ 
erence in supervisor support may be directly attributed to the 
varied management styles exhibited by each of the administra¬ 
tors . 
The statistical significance attained on the Autonomy 
subscale suggests that support staff differ significantly 
from each of the professional role groups in their perception 
of the encouragement that employees receive for making their 
own decisions and for being self-sufficient. The support 
staff is comprised of guidance, counseling, special education, 
and other auxiliary personnel. As in most vocational schools, 
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these professionals are instrumental in supporting student 
issues related to the requirements of the vocational and 
academic departments. They are also involved in assisting 
students to comply with the discipline policy of the school. 
Inherent in their job function is the complicated role of 
being a student advocate, liaison, problem solver, and 
negotiator. 
The ^support staff are often viewed as the staff persons 
who are responsible for providing a "quick fix solution" to 
student problems, yet, they often do not possess the legiti¬ 
mate power to remediate the problem on their own. These 
findings appear to indicate that due to the ambiguous, stress¬ 
ful, and auxiliary role responsibilities and their lack of 
decision making power, the support staff perceive little 
encouragement by the organization to be self-sufficient and 
independent. 
Hypothesis 2 
There is no linear relationship between the SMI scores 
and scores on the ten WES subscales. 
No linear relationship was found between SMI scores and 
scores on the ten WES subscales. This finding suggests that 
the subjects' "willingness to innovate" as measured by the 
SMI is not related to their perception of organizational 
climate as measured by the WES. This conclusion further re¬ 
inforces the assumptions of Hurt et al., (1977) that willing¬ 
ness to innovate" is a normally distributed and an underlying 
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personality characteristic of an individual, and that people 
are predisposed to various degrees of "willingness to inno¬ 
vate" regardless of external conditions. 
However, this finding does not negate the generally 
acknowledged theory that organizational climate has a direct 
impact on actual change, risk taking, and innovative behavior 
(Fullan, 1985; Kanter, 1983; Peters & Waterman, 1983). 
Specifically, this study only attempted to measure the rela¬ 
tionship of climate perception with SMI scores and not the 
relationship of SMI scores with WES scores and actual adopter 
behavior. 
Hypothesis 3 
There is no significant difference between male and 
female factuly groups and scores on the ten WES subscales. 
Due to the increased offerings in the Distributive, 
Health, Consumer and Homemaking, Office and Technology 
Occupations offered at most vocational schools, there is an 
increase in the number of women who are now employed in 
vocational education. For this reason, this hypothesis is 
of particular importance. 
This study determined that the male and female faculty 
groups differed significantly in their perception of the 
degree to which the organization promotes supervisor support, 
autonomy, clarity in the communication of rules and policies, 
innovation, and a physical environment conducive to pleasant 
working conditions. In each of these cases the male group 
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had a more positive view of the organizational climate. This 
finding is contrary to the findings of a study conducted by 
Kimpston and Sonnabend (1975) in which they surveyed a 
random sample of secondary school teachers. They concluded 
that females held more positive views of school climate than 
did males. 
However, it should be noted that at Blue Hills Regional 
Technical School males outnumber females by more than a two 
to one ratio. Also, all seven administrators are males and 
only three of the 21 department heads are females. The 
heavily dominated male staffing pattern at Blue Hills Regional 
Technical School is fairly representative of other vocational 
schools in Massachusetts. This is primarily due to the 
presence of the Trade and Industry vocational clusters that 
dominate the curriculum of most vocational schools. These 
clusters traditionally employ males as teachers. 
The heavily male-skewed population at Blue Hills appears 
to have impacted on the organizational culture of the school, 
which in turn has influenced the male and female climate 
perceptions. French and Bell (1984) acknowledge that the 
culture of an organization is directly affected by both the 
formal and informal systems present in the organization. The 
informal system of a culture is the hidden, covert, or sup¬ 
pressed domain of organizational life. This domain is charac¬ 
terized by the attitudes, feelings, values, and perceptions 
of the organizational members. Of particular importance to 
111 
this study is the effect of the male dominated informal 
system of the Blue Hills Regional Technical School's culture 
on the social work climate of the school. Since, climate as 
defined by this study is the measurement of the staff's per¬ 
ception of the organization, it may be concluded that the 
male dominated culture at Blue Hills Regional Technical School 
has directly impacted on the significant difference in climate 
perceptions between males and females. 
Hypothesis 4 
There is no significant difference between the male and 
female faculty groups and scores on the SMI. 
Males and females were found to be similiar in terms of 
the extent to which they are willing to become involved in 
innovative activities. Although the female faculty group 
scored higher than the males on the SMI, there was no signifi¬ 
cant difference found between the two groups. This is an 
interesting finding considering the fact that the males per¬ 
ceived the work climate more positively than females and 
there was a significant difference in climate perception 
between the two groups on five of the WES subscales. If 
"willingness to innovate" was related to climate perception, 
one would have expected the males to have scored significantly 
higher than females on the SMI„ Therefore, the acceptance of 
this hypothesis places further credence in the assumption that 
"willingness to innovate" is an underlying personality 
characteristic and that climate perception may not have a 
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are willing to 
direct impact on the degree to which staff 
become involved in change activities. 
The terra "willingness" may be related closely to the 
personality of the individual and may not be significantly 
affected by external conditions. It may be said that an 
individual brings a specific degree of "willingness to 
innovate" to an organization. However, an employee with a 
strong predisposition for innovative behavior and who per¬ 
ceives an organization lacking in such crucial areas such as 
supervisor support, autonomy, and cohesion may not readily 
practice actual adopter behavior. 
Hypothesis 5 
There is no significant difference between the length 
of teacher service at Blue Hills Regional Technical School 
and scores on the ten WES subscales. 
It was determined that, except for the Peer Cohesion 
subscale, climate perception is not related to the length of 
time a staff person has been employed by Blue Hills Regional 
Technical School. New staff, as well as veteran staff at 
the school, perceived the social work climate in relatively 
similiar ways. 
One might think, however, that the length of time spent 
within the organization may in some way have a direct impact 
on an employees' perception of the personality of the organi¬ 
zation. The fact that this was not the case in this study 
113 
implies that new organizational members perceived the social 
work climate consistent with veteran members. 
This finding may be related to the Functionalists' 
theory of environmental adaptation which was discussed in 
Chapter II. This theory stresses that people have a funda¬ 
mental need and desire for information about their environ¬ 
ment. They quickly seek this information so that they can 
adapt their behavior and, in turn, be in homeostatic balance 
with their new environment (Schneider, 1975). It follows, 
then, that new members perceive, explore, and think about 
their new environment immediately upon entering the organiza¬ 
tion. Therefore, they readily develop consistent and shared 
perceptions of their work place. 
Hypothesis 6 
There is no significant difference between the four pro¬ 
fessional role groups and scores on the SMI. 
This study did not find any significant difference between 
each of the professional role groups in terms of their will¬ 
ingness or predisposition to become involved in change activi¬ 
ties. This result is contrary to the findings of Kanach (1985) 
who reported significant differences in change predisposition 
between secondary level teachers and secondary level adminis¬ 
trators employed in private school settings. She determined 
that the administrative role may condition a level of change 
development corresponding to a high level of change orienta¬ 
ls 
tion or that, perhaps, 
change oriented types of individuals 
are drawn into administration. 
The importance and need for change oriented adminis¬ 
trators is supported by Cawelti (1984). He notes that 
effective administrators are those who are resourceful, 
visionary, and continuously planning for organizational 
improvement. Also, Bennis and Nanus (1985) stress that 
vision, the capacity to create and communicate a view of 
a desired state of affairs that induces commitment amont 
those working for the organization, is the key ingredient of 
leadership. And as Kanach (1985) describes, administrators 
who limit their function, or have their function limited to 
that of the managerial domain, cannot be effective instru¬ 
ments for school improvement. 
The conclusion of this finding is that, although, all 
four groups were above average in terms of their "willing¬ 
ness to innovate" scores, the role of administrator should 
be characterized by one who actively promotes and partici¬ 
pates in risk taking and change endeavors. 
Implications of the Findings 
This section of the study provides the organizational de¬ 
velopment recommendations. According to French and Bell (1984), 
the organizational development process is "basically an action 
research program in an organization designed to improve the 
functioning of that organization" (p„ 117) . Both OD and 
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action research are problem solving social interventions 
that rely on the systematic collection of data and "the 
experimentation of practical problems requiring action solu¬ 
tions and involving the collaboration and cooperation of 
scientists, practitioners, and laypersons" (French 6c Bell, 
1984, p. 110). A conceptual model for action research 
which was developed by Hubert Shepard, a behavioral scientist, 
is depicted in Figure 3. This model emphasizes that action 
research is a research activity with the specific purpose 
of guiding and directing further action and improvement within 
the organization. 
The following specific interventions and strategies are 
recommended for consideration as a result of the data 
analysis of this study. 
1. The first and most important OD intervention is 
to establish and conduct a series of survey feedback workshops 
for the participants of this study. This is a widely used 
OD intervention that provides the data collection participants 
with an opportunity to analyze and interpret the results of 
the study and to assist in the design of further corrective 
action. According to Mann (cited in French 6c Bell, 1984), 
the data should be initially fed back to the top level admin¬ 
istrators and then down through the hierarchy of each depart¬ 
ment. This procedure is referred to as the "interlocking 
chain of conferences". The purpose of these meetings is to 
provide objective data of the school's functioning to all 
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system members. This procedure assumes that if differences 
exist between individual perceptions and the collected per¬ 
ceptions of the organizational members, the awareness of these 
differences may act as possible sources of motivation for 
change within the individual. 
2. Education and training activities are major OD 
interventions which are designed to improve the skills, 
abilities, and knowledge of individuals. Specific to the 
findings of this study is the need to design training activ¬ 
ities for administrators and department heads which focus 
on management and leadership techniques that promote an in¬ 
crease in employee autonomy, and the use of appropriate 
levels of supervisor control. The Situational Leadership 
Model, developed by Hersey and Blanchard (1977), is one 
such theory that would be an effective frame of reference 
for these training workshops. Knowledge of Situational 
Leadership Theory would assist administrators and department 
heads in adapting their leadership style to meet the demands 
of the situation and the job maturity level of the staff 
they supervise. This form of management style can enhance 
productivity, autonomy, and empowerment among teachers. 
3. In addition to the above training, there is a need 
to introduce other current and "state of the art" leadership 
models such as Flow State Management. This management theory 
transcends the traditional leadership practices that promote 
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custodial and managerial styles of leadership, and promotes 
a leadership style that is characterized by vision, risk 
taking, and the empowerment of employees (1985). This theory 
is based on the premise that effective leaders are aware that 
the key to change is in their ability to direct the energy 
of the organization (Ackerman. 1986). According to Ackerman, 
the following strategies could be used in order to strengthen 
the conditions for flow state energy to prosper within the 
Blue Hills organization. 
-Heighten the sense of purpose and desire of outcomes 
for all staff. 
-Be willing to try something different, set up a 
"go for it" climate. 
-Given a clear expectation, provide staff with the 
freedom for choosing the method and encourage inno¬ 
vation,, 
-Create a reasonable sense of urgency short of 
crisis, and heighten the dramatic tension within 
the organization. 
-Demonstrate confidence and trust, and encourage 
learning for all staff. 
-Act if the outcome has already occurred, as if 
it is already waiting for full expression. 
-Provide the resources necessary to support the 
effort. Do something out of the ordinary to 
demonstrate support, and 
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-Buffer formal organizational demands and protect 
the staff person's effort from red tape. 
4. The low ratings on the Innovation subscale requires 
considerable attention. The need exists for the administra¬ 
tive and supervisory staff to regard the errors and mistakes 
of employees as opportunities for learning. Initially, it 
is mandatory that a positive stance be adopted for all new 
ideas. As expressed by Raudsepp (1987), one technique is to 
consider or pretend that the staff person's idea is workable 
and to list and outline all the positive benefits of the 
idea. After this is exhaustively completed, a switch can 
be instituted to reality testing and fault finding. Raudsepp 
(1987) also notes that managers must take personal responsibil¬ 
ity for the development of an organizational climate that 
promotes innovation. In order for this to be accomplished, 
administrators should not overdirect, overobserve, or over¬ 
report employees. Furthermore, creativity should be viewed 
as an integral aspect of the total organization and not as 
a short term gimmick. 
5. The work team concept is an effective OD strategy 
which could provide a vehicle for increased innovation activ¬ 
ities. Teams and work groups are considered to be the funda¬ 
mental units of organizations and they are also key leverage 
points for improving the functioning of the organization. 
Work teams are already in existence at Blue Hills Regional 
Technical School since all school staff are members of specific 
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departments. Administrators and department heads could pro¬ 
vide staff with opportunities, via department meetings or 
other regularly scheduled meetings, to become involved in 
team building activities. The team would be involved in 
activities that critique its own performance, analyze its 
way of doing things within the organization, and attempt to 
develop strategies to improve its operation relative to the 
goals of Blue Hills Regional Technical School. These 
structured activities, which need to be openly promoted by 
the administration in order to be successful, would communi 
cate to all staff the school's desire for team input in the 
development of new approaches which would strengthen the 
mission of the Blue Hills Regional Technical School District. 
6. A suggestion box could be placed in each of the 
teacher rooms for the expressed purpose of soliciting rec¬ 
ommendations that would result in positive change. Also, 
all administrators and supervisors should be formally eval¬ 
uated on their ability to provide for both the emotional and 
technical support required for the promotion of innovative 
activities and for fostering a climate of change and creativity. 
7. Administrators must provide personal recognition for 
individual accomplishments of teachers and emphasize the 
importance of the individual rather than the group. As 
Raudsepp (1987) explains, individual creativity thrives on 
recognition, praise, and understanding. Letters of commenda¬ 
tion and appreciation from supervisors should be encouraged 
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and used as a consistent motivational tool. Honors and 
distinctions should be established that reflect admiration 
and appreciation for creative excellence. 
It is unfortunate that educational institutions typically 
refrane from acknowledging those individuals who excel with¬ 
in the organization. Within bureaucratic organizations such 
as schools, there is a tendency to treat all personnel in a 
similiar manner regardless of their performance. 
It is interesting to note that administrators, who are 
in leadership positions, are often reluctant to acknowledge 
individual excellence among teachers. They are especially 
skeptical of publicly rewarding high performance educators. 
This may be due to the fact that most administrators were 
once teachers who belonged to the teachers' union. The 
covert philosophy of most unions calls for the similiar 
treatment of all teachers regardless of individual perform¬ 
ance. Therefore, administrators may be uncomfortable with 
the thought of publicly recognizing excellent teachers. This 
reluctance and apprehension must be addressed and high per¬ 
formance educators must be recognized as models for other 
teachers to exemplify. There is an urgent need for increased 
opportunities for the professional recognition of both highly 
creative teachers and administrators. 
Since merit pay is not presently available, Blue Hills 
Regional Technical School could reward outstanding teachers 
with trips to local, state, and national conventions. Also, 
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monthly and yearly methods for staff recognition could be 
developed and appropriate staff could be rewarded with Horace 
Mann grants funded by Chapter 188 in order to pursue specific 
areas of interest. 
The issues that result from both the support staff's 
low rating on the Autonomy and Innovation subscales and their 
high score on the SMI need to be addressed. The quality circle 
strategy,would be an appropriate OD intervention that could 
assist the support staff in group problem solving and goal 
setting. It would also provide the support staff with job 
enrichment activities through increased participation in the 
decisions that directly effect their job responsibilities. 
This would enable them to be involved in group activities 
that promote greater independence in determining the methods 
that should be used in implementing quality services to 
students. 
According to Cole (1979), successful quality circle 
activities can be linked to an increase in morale and job 
satisfaction among employees. However, in order for this 
group to experience positive results through quality circles, 
there must be complete administrative support for such 
endeavors. Administrators must clearly communicate their 
support by both their words and actions. 
9. The research on excellence in America's best run 
companies has pointed to the fact that well run organizations 
simultaneously display both loose and tight properties of 
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°rganizational structure (Peters & Waterman, 1982). These 
types of organizations are on the one hand rigidly controlled, 
yet, at the stame time they allow for autonomy, entrepreneur- 
ship, and innovation from their employees. 
Blue Hills Regional Technical School would benefit from 
developing strategies that would promote a loose-tight man¬ 
agement structure. In most well run organizations, as in 
well run,classrooms, it can be found that autonomy is a prod¬ 
uct of discipline. The discipline of a few shared values 
provides the framework of organizational life. This 
discipline provides staff with a confidence to experiment 
and innovate which stems from stable employee expectations 
about what "really counts" within the organization. As 
described by Peters and Waterman (1982) "a set of shared 
values and rules about the discipline, details, and execu¬ 
tion can provide the framework in which practical autonomy 
takes place routinely" (p. 322). 
It should be noted that too much overbearing discipline 
of the wrong kind creates rules that eventually destroy 
autonomy. However, the nature of rules in excellent organi¬ 
zations has a positive notation. The rules should deal with 
quality, service, innovation, and experimentation. Peters 
and Waterman (1982) go on to stress that the focus of rules 
should be 
on building and expanding, the opposite of 
restraining; whereas most companies concentrate ( 
on controlling, limiting, and constraint. We don t 
seem to understand that rules can reinforce positive 
124 
fome? kfnH611 a? discouraSe negative ones, and the 
ormer kind are far more effective. (p. 322) 
Suggestions for Future Research 
1. A replication of this study using both the Real 
Form (Form R) and the Ideal Form (Form I) of the WES should 
be conducted. Form R, which was used in this study, measures 
perceptions of existing work environments, while Form I 
measures conceptions of ideal work environments„ When Form 
R is used in conjunction with Form I, the researcher is able 
to identify areas in which staff and administrators feel that 
improvements should occur within the organization. Knowledge 
of the discrepancies between the perceptions of the actual 
and ideal work environments can guide attempts to change 
work groups in conforming more closely to the employees' or 
administrators' stated values. This information may assist 
in identifying and reducing work stressors among staff. 
2. A checklist containing criteria which can be used in 
identifying the innovative and non-innovative schools could 
be developed and administered to a number of vocational schools. 
Those schools which scored as being the least innovative 
would be administered Form R of the WES and the SMI. This 
procedure could further assist in determining if "willingness 
to innovate" is strictly a personality construct or if it is 
•. 
influenced by the social work climate of the school. This 
study would also provide data on the extent to which WES 
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scores effect "willingness to innovate" in highly innova¬ 
tive schools compared to the least innovative school dis¬ 
tricts. Also, this would provide an opportunity to assess 
if there are statistically significant differences in 
climate perceptions, as measured by the WES, between the 
high and low innovative schools. 
3. A detailed staff development program based on the 
organizational development recommendations of this study 
could be designed and implemented at Blue Hills Regional 
Technical School. The overall efficacy of the program could 
be assessed by administering From R of the WES and SMI prior 
to and at the completion of the workshops. This would further 
evaluate the issue of whether "willingness to innovate" is 
strictly a personality construct or if it can be enhanced 
through specifically designed OD activities. Also, this would 
help determine if the interventions had a significant impact 
on the organizational climate. If it was determined that 
this program had a positive impact on the Blue Hills Regional 
Technical School’s climate, the workshop format and curricu¬ 
lum could be disseminated throughout the state by the pro¬ 
fessional development activities of the Department of Educa¬ 
tion, Division of Occupational Education. 
4. Further research is needed in the area of determining 
the effect of organizational climate on job satisfaction and 
staff morale. Considering the limited number of teaching 
professionals entering the job market, schools must provide 
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environments that are conducive to retaining qualified staff. 
The WES, in conjunction with a burnout or job satisfaction 
inventory, could be administered to further determine the 
types of relationships that exist between climate perceptions 
and job satisfaction. 
5. This study should be replicated in total and the 
sample population should include a minimum of two additional 
regional vocational schools. This extended study would be 
helpful in determining if the organizational issues identified 
in this study are idemic to the bureaucracy of regional voca¬ 
tional schools in general and not just specific to the Blue 
Hills Regional Technical School's population. 
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Appendix A 
Superintendent's Permission Letter 
Blue Hills Regional Technical School BHR 
WILFRID J SAVOIF. 
Superintendent Director 
TO: 
FROM: 
SUBJ: 
DATE: 
John D. Mucci, Administrator/Special Services 
Wilfrid J. Savoie, Superintendent-Director 
Doctoral Research 
12 February 1987 
Please be advised that you have my approval and 
support to utilize the Blue Hills Regional 
Technical School for your Doctoral Research 
studies. 
I am aware of your topic which is "Organizational 
Climate and I look forward to the organizational 
development recommendations that you will be 
proposing in your final document. 
WJ S:ew 
Auon — Braintree — Canton — Holbrook — Norwood — Randolph — Westwood 
800 RANDOLPH STREET • CANTON. MASSACHUSETTS • ZIP CODE 02021 
TELEPHONE (617) 828-5800 
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Appendix B 
Work Environment Scale 
Work Environment Scale 
Form R 
1. The vrork is really 
challenging. 
2. People go out of their way 
to help a new employee feel 
comfortable. 
3. Supervisors tend to talk 
down to employees. 
4. Few employees have any im¬ 
portant responsibilities. 
5. People pay a lot of atten¬ 
tion to getting work done. 
6. There is constant pressure 
to keep working. 
7. Things are sometimes 
pretty disorganized. 
8. There' s a strict emphasis 
on following policies 
and regulations. 
9. Doing things in a different 
way is valued. 
10. It sometimes gets too hot. 
11. There’s not much group 
spirit. 
12. The atmosphere is somewhat 
impersonal. 
13. Supervisors usually 
compliment an employee 
who does something well. 
14. Employees have a great 
deal of freedom to do as 
they like. 
15. There’s a lot of time 
wasted because of 
inefficiencies. 
16. There always seems to be 
an urgency about everything. 
17. Activities are well 
planned. 
18. People can wear wild 
looking clothing while 
on the job if they want. 
19. New and different ideas 
are always tried out. 
20. The lighting is extremely 
good. 
21. A lot of people seem to 
be just putting in time. 
22. People take a personal 
interest in each other. 
23. Supervisors tend to dis¬ 
courage criticisms from 
employees. 
24. Employees are encouraged to 
make their own decisions. 
25. Things rarely get "put off 
till tomorrow." 
26. People cannot afford to 
relax. 
27. Pules and regulations are 
somewhat vague and ambiguous. 
28. People are expected to follow 
set rules in doing their 
work. 
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29. This place would be one of 
the first to try out a new 
idea. 
30. Work space is awfully 
crowded. 
31. People seem to take pride 
in the organization. 
32. Employees rarely do things 
together after work. 
33. Supervisors usually give full 
credit to ideas contributed 
by employees. 
34. People can use their own 
initiative to do things. 
35. This is a highly efficient, 
work-oriented place. 
36. Nobody works too hard. 
37. The responsibilities of super¬ 
visors are clearly defined. 
38. Supervisors keep a rather 
close watch on employees. 
39. Variety and change are 
not particularly important. 
40. This place has a stylish 
and modem appearance. 
41. People put quite a lot of 
effort into what they do. 
42. People are generally frank 
about how they feel. 
43. Supervisors often criticize 
employees over minor 
things. 
44. Supervisors encourage employees 
to rely on themselves when a 
problem arises. 
45. Getting a lot of work done 
is important to people. 
46. There is no time pressure. 
47. The details of assigned 
jobs are generally explained 
to employees. 
48. Rules and regulations are 
pretty well enforced. 
49. The same methods have been 
used for quite a long time. 
50. The place could stand some 
new interior decorations. 
51. Few people ever volunteer. 
52. Employees often eat lunch 
together. 
53. Employees generally feel 
free to ask for a raise. 
54. Employees generally do not 
try to be unique and 
different. 
55. There's an emphasis on 
"work before play." 
56. It is very hard to keep 
up with your work load. 
57. Employees are often con¬ 
fused about exactly what 
they are supposed to do. 
58. Supervisors are always 
checking on employees and 
supervise them very closely. 
59. New approaches to things 
are rarely tried. 
60. The colors and decorations 
make the place warm and 
cheerful to work in. 
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61. It is quite a lively place. 
62. Employees who differ greatly 
from the others in the organi¬ 
zation don't get on well. 
63. Supervisors expect far too 
much from employees. 
64. Employees are encouraged to 
learn things even if they 
are not directly related to 
the job. 
65. Employees work very hard. 
66. You can take it easy and 
still get your work done. 
67. Fringe benefits are fully 
explained to employees. 
68. Supervisors do not often 
give in to employee 
pressure. 
69. Things tend to stay just 
about the same. 
70. It is rather drafty at 
times. 
71. It's hard to get people 
to do any extra work. 
72. Employees often talk to 
each other about their 
personal problems. 
73. Employees discuss their 
personal problems with 
supervisors. 
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Appendix C 
Scales for the Measurement of Innovativeness 
SCALES for the measlhemfxt of innovativeness 
each statement. 
giving your rating. 
'r each statement, 
s how you feel about 
1. I enjoy taking part in the leadership responsibilities 
of the groups I belong to. 
2. I am generally cautious about accepting new ideas. 
3. I consider myself to be creative and original in my 
thinking and behavior. 
4. I am receptive to new ideas. 
5. I find it stimulating to be original in my thinking 
and behavior. 
6. I feel that I am an influential member of my peer group. 
7. I am suspicious of new inventions and new ways of 
thinking. 
8. I tend to feel that the old way of living and doing 
things is the best way. 
9. I am aware that I am usually one of the last people in 
my group to accept something new. 
10. I am challenged by ambiguities and unsolved problems. 
11. I enjoy trying out new ideas. 
135 
12. I must see other people using new innovations before 
I will consider them. 
13. I seek out new ways to do things. 
14. My peers often ask me for advice or information. 
15. I am an inventive kind of person. 
16. I frequently improvise methods for solving a problem 
when an answer is not apparent. 
17. I rarely trust new ideas until I see whether the vast 
majority of people around me accept them. 
18. I often find myself skeptical of new ideas. 
19. I am reluctant about adopting new ways of living and 
doing things until I see them working for people 
around me. 
20. I am challenged by unanswered questions. 
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Appendix D 
Data Sheet 
DATA SHEET 
Please complete the following requested information. Anonymity is 
guaranteed and only group data will be used in the interpretation 
of the findings of this study. Place a check mark (/) next to each 
item that best describes you. 
1. Sex: Male_, Female_ 
2. Role: Teacher (academic) , Teacher (vocational) 
Administrator , ^Support Staff 
■^Support Staff includes: all special services 
staff, guidance counselors, nurse, librarian, 
coop coordinator 
3. Age: 21-30_, 31-45_, 46-55_, 53f 
4. Number of years experience in field of education: 
1-5 years_, 6-12 years_, 13+ years_ 
5. Number of years of service at BLue Hills Regional: 
1-5 years_, 6-12 years_, 13+ years_ 
6. Highest degree earned: 
High School_, Associates_, Bachelors_, 
Masters_, CAGS_ 
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